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Introduction 
While working at Warwick University's Industrial Relations Research Unit 
(1978-83), the leading centre in the UK for the study of industrial relations, I co- 
authored a book (Edwards and Scullion, 1982) and published a nurnber of articles in 
leading journals (e. g. Scullion, 1981, Edwards and Scullion, 1982 and Edwards and 
Scullion, 1984) which are widely recognised as a significant contribution to the study 
of industrial relations. From the mid 1980s the field of industrial relations and 
personnel began to be superseded by the emergence of the new field of Human 
Resource Management (HRM). Whereas the management of industrial relations and 
personnel had been reactive, non strategic and largely concerned with short term 
problems, HRM was essentially concerned with the management of people in relation 
to the strategic objectives of the business. HRM is seen as long term and proactive 
aimed at the maximum utilisation of the human resource. I contributed significantly to 
the development of this new approach through my study of the role of the corporate 
level of HR function in large UK firms. This research examined the question under 
what conditions are we likely to find HRM in practice? The research developed a 
contingency model which suggested that HRM will be influenced by corporate strategy 
and structure. This research has been very influential in business and academic 
debates, and one key implication for business practice was the suggestion that the 
trend towards diversification and decentralisation was a major constraint on the 
development of HRM (Sisson and Scullion, 1985). 
My principal contribution to the field of Human Resource Management and the 
proposed basis for the award of the degree of PhD is the major role I played in 
developing the sub-field of International Human Resource Management in the UK and 
Europe. The field of HRM had become more linked to the needs of the business, 
which in turn have become more international and strategic. Hence the emergence of 
international HRM and the growing recognition that the success of global business 
depends most importantly on the quality of a multinationars human resources and how 
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effectively these critical resources are managed and developed (Schuler et al, 1993). 
International HRM may be defined as the FIRM issues and problems arising from the 
internationalisation of business and the HRM strategies, policies and practices which 
firms pursue in relation to the internationalisation process (Scullion, 1995b). My study 
of international HRM within British Multinationals (MNCs), focusing mainly on the 
issues of expatriate management increased our awareness of the growing importance 
of the International dimension of human resource management. In particular the 
research (Scullion, 1992b, 1995b, Brewster and Scullion, 1997) identified a number of 
reasons why an understanding of International HRM in British Multinationals is of 
growing importance at the present time. These reasons are outlined below: 
a) Recent years have seen rapid increases in global activity and global competition 
(Young and Hammil 1992). As the multinational corporations (MNCs) increase in 
number and influence so the role of International ERM in those MNCs grows in 
significance. 
b) In international business, the quality of management seems to be even more critical 
than in domestic operations, and the effective management of human resources 
internationally is increasingly being recognised as a major determinant of success or 
failure in international business. (Dowling and Schuler, 1990). 
c) Surveys of European firms reveal that many of the companies had experienced 
shortages of international managers and that future shortages were anticipated. This 
suggests that the successful implementation of global strategies may be constrained by 
an inadequate supply of internationally experienced managers (Scullion, 1992b). 
d) The advent of the Single European Market and the rapid growth of British direct 
investment abroad, (Hamill, 1992), mean that International HRM issues are 
increasingly important concerns in a far wider range of organisations than the 
traditional giant multi-nationals: particularly amongst the growing number of smaller 
and medium sized companies who have significantly internationalised their operations 
in recent years (Scullion, 1995b, Brewster and Scullion, 1997). 
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e) It is increasingly recognised that the human and financial costs of failure in the 
international business arena are much more severe than in domestic business. In 
particular, indirect costs such as loss of market share and damage to overseas customer 
relationships may be considerable (Zeira and Banai, 1984). Also, there is growing 
evidence that many companies underestimate the complex nature of HRM problems 
involved in international operations and that business failures in the international arena 
may often be linked to poor management of human resources (Tung, 1984). 
Yet despite the growing recognition that the effective management of human 
resources is a major determinant of success or failure in international business, and the 
growing evidence that MNCs which fail to have an appropriate human resource 
strategy for recruiting and developing "international managers" will be unable to 
effectively implement their international business strategies (Bartlett, Doz and 
Hedlund, 1989), International HRM remains one of the least studied areas in 
international business (Brewster, 1991). The majority of the research on multinational 
companies focuses on highly visible strategies and activities such as international 
business strategies, international production and international marketing (Ondrack, 
1985). In particular, the area of international HRM has received relatively little 
attention in terms of detailed empirical research - especially in relation to firms that 
have their headquarters outside North America. My empirical study of International 
ERM in British firms was particularly appropriate for three main reasons in addition to 
those cited above. First, though a great deal of existing research on International 
HRM focuses on American firms, British capital is more globally oriented than that of 
any other maJor advanced economy (Edwards et al, 1996). More than any other large 
industrial nation, the British economy is dominated by multinational companies. 
British companies are unusual, when compared with their counterparts in France, 
Germany, the US and Japan, in the extent to which their activities and assets are 
located overseas rather than at home (Marginson 1994). Also the 1980s and 1990s 
saw a significant increase in the pace of internationalisation of UK companies partly as 
a result of the substantial rise in overseas acquisitions primarily in North America and 
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Europe (Hamill, 1992). Second, many British firms are well known for their short- 
term focus and lack of attention to training and management development. An 
important question which concerns researchers here is how does this effect the ability 
of British MNCs to develop an international cadre of managers? (Edwards et al, 1996). 
Third, with the exception of a pilot study of seven British MNCs (Hamill, 1989) and 
comparative survey work (Brewster, 1991) there was an ahnost complete dearth of 
empirical evidence in the management discipline concerning the international 
management of human resources within British MNCs. 
Critique of International HRM Literature 
Prior to my study of International HRM there were relatively few empirically 
based studies in this area in Europe. The bulk of research in this field had been 
conducted by American researchers on American expatriates from an American rather 
than an international perspective (Boyacigiller and Adler, 1991). My review of the 
International ERM literature (Scullion, 1995b), in addition to identifying key issues 
and areas of concern, exposed weaknesses in the research and gaps in the subject area. 
In particular the existing literature had not proved to be very helpful in 
identffying the International HRM policies and practices of companies. This reflected 
the predominant bias in most of the personnel management literature toward idealised, 
prescriptive models with little real data about actual practices in real contexts. In 
addition it has been argued (Brewster, 1991) that much of the literature on the 
management of expatriates is still open to the criticisms of Schollhammer (1975), as 
being: 1) descriptive and lacking in analytical rigour; 2) ad hoc and expedient in 
research design and planning; 3) self-centred in the sense that the existing research 
literature is frequently ignored; and 4) lacking a sustained research effort to develop 
case material. Kochan et al (1992) suggest that the International HRM literature 
suffers from the same conceptual and normative limitations of much of the traditional 
domestic personnel research, and that the work is largely an extension of the field of 
personnel management designed to meet the needs of international companies. 
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A fijrther weakness of the International HRM research is that until very 
recently (Schuler et al, 1993, Scullion, 1996) there were very few studies which 
attempted to link human resource strategy to the international corporate strategy of the 
firm. Also in many previous studies the Human Resource Management strategies of 
MNCs have had to be inferred from the studies of other strategies and operations of 
the firm. (Ondrack, 1985). 
There were two principal aims of my research project on International HRM. 
The first was to contribute to a better understanding of the human resource 
management issues and problems associated with the internationalisation of UK 
business. The second was to contribute to our understanding of the human resource 
management strategies, policies and practices UK firms pursue in response to the 
internationalisation process. My review of the literature highlighted a pronounced lack 
of empirical data in these areas, and confirmed that in addition, there was no previous 
study which systematically examined International HRM in British companies. My 
research project also aimed to contribute to a better understanding of the relationship 
between international business strategy and international human resource management; 
an area which was in the very early stages of development. Only rarely, such as in the 
study of Edstrom. and Galbraith (1997) had personnel management been studied as a 
matter of human resources strategy, closely related to the international corporate 
strategy of the firm. In contrast, my research examined how international human 
resource policy was formulated and iMplemented and the problems encountered. This 
approach highlighted the often considerable differences between international HRM 
policies and the actual international HRM practices pursued by the firms. The research 
also aimed to compare the International HRM strategies, policies and practices of UK 
MNCs with the existing literature on US and Japanese MNCs. In addition to 
identifying the important changes in International ERM policy and practice, the study 
also sought to explain the changes and to consider the implications for the MNC at 
corporate level and for different groups of management within the MNC- 
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Finally, the purpose of this research work was also to contribute to theory 
building by examining the International HRM activities involved in expatriate 
management in the context of the organisation within which such activities take place. 
It attempted to establish patterns and trends which could be interpreted as linkages or 
inter relationships between these International HRM activities and other organisational 
factors. The aim, therefore, was to avoid merely duplicating existing studies of 
expatriate management, although prior knowledge in this area did form the starting 
point. In the field of International HRM there remains a dearth of empirical work 
which deals with theory-building, and in this respect International HRM remains very 
much a scientific field in its infancy (Laurent, 1986). Empirical studies that seek to 
develop an understanding of the factors involved in expatriate management are 
required to assist in the development of well-grounded theories relating to 
International HRM. Consistent with the purpose stated above, the investigation 
followed a qualitative approach which is discussed below. 
My study of British MNCs was the first comprehensive study of International 
HRM policies and practices in the UK. One particular feature of my study was the 
exclusive focus on managing managers in the international business firm. Many 
previous studies had mainly focused on managing the labour force and only paid 
marginal attention to managing managers. (Negandhi, 1987). Forty five international 
companies participated in the study. Forty companies were British-owned and five 
were Irish-owned international firms. The sample was specifically chosen to include 
companies from both the manufacturing and the service sectors. Twenty-six 
companies in the study were primarily manufacturing firms and sixteen were service 
sector firms. Two oil companies and one mining company also participated. The size 
of the companies in this international firm sample ranges from medium to very large, 
with the total number of employees world wide ranging from 9,500 to 240,000. The 
smaller size of the Irish international firms and their relatively recent 
internationalisation were two principal reasons for their inclusion in the study. 
Previous studies had focused exclusively on giant MNCs (Walsh, 1995). 
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My empirical study made a significant contribution to our understanding of 
International HRM in British multinationals in the following areas: 1) Strategy and 
International HRM, 2) The Performance of Expatriate Managers, 3) International 
Staffing, 4) International Management Development and 5) Changing Patterns of 
Expatriation. The contribution of my research to each of these areas will be examined 
below. In addition the links between the different articles will be discussed. 
The other study which contributes significantly to the field of International 
HRM is Teargarden and Scullion, et al (1995a) which is a case study of the Best 
International Human Resource Management Project, a multinational, multi-cultural, 
inter-disciplinary research consortium designed to benchmark best international human 
resource management policies. Over the past five years I have played a key role in the 
development of this research consortium and made a major contribution to the work 
on methodologies for international comparative management research. The study 
documents the evolution of an international research group that sought to conduct a 
more rigorous and systematic approach to cross-cultural international management 
research than previous research investigating international human resource 
management practices. 
Strategy and International HRM 
My work on International HRM in UK MNCs contributes to our understanding 
of the links between international HRM policies and practices and international 
corporate strategy. In general terms, Scullion (1995b) increased our awareness of the 
strategic importance of HRM at the international level, and increased our 
understanding at the multinational level of how firms' strategic choice imposes limits 
on the range of HRM practices. It was argued that there should be distinct differences 
in international HRM policy and practice between firms pursuing different types of 
international business strategies. Similarly Brewster and Scullions (1997) critique of 
the traditional literature on managing expatriates suggested a new research agenda 
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which explores the links between expatriation policies and international corporate 
strategy. 
Scullion (1995b) identified the management of expatriates as the current focus of 
International HRM research while suggesting that there is growing interest in the 
relationship between corporate strategy, international HRM and organisational 
structure. It was suggested that increasingly the central issue for MNCs was not to 
identify the best international HRM policy per se, but rather to find the best fit between 
the firds strategy, structure and HRM approach. The conclusion of the brief review 
of multinational strategy and International HRM is that while global strategy is a 
significant determinant of International HRM Policy and practice, international human 
resources are a strategic resource which should affect the formulation of strategy as 
well as its implementation (Kobrin, 1992). 
The review also highlighted that the problems of control are significantly 
exacerbated in the multinational where operations are dispersed over considerable 
geographic and cultural distances and the environment is complex and heterogeneous 
(Baliga and Jaeger, 1984). Various modes of control were examined including 
personal control, bureaucratic control and control by socialisation. Bureacratic control 
relies essentially on recording and reporting but in the multinational context also 
involves using expatriates who remain agents of central control. Edstrom and 
Galbraith (1977) argue that control through centralisation is impossible in the large 
organisation and that control through socialisation requires more frequent transfers of 
personnel and integration of expatriates into the local culture. 
A similar approach is suggested by Dowling and Schuler (1990) who identify two main 
types of control mechanism in the multinational company: output control which 
involves monitoring through data and cultural control which relies on personnel 
transfers and the socialisation of employees to direct and control subsidiary 
performance. In summary, we can distinguish between people - based control 
mechanisms and bureaucratic or output based control, with the former including both 
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direct behavioural. control ( expatriates in key positions ) and control through culture 
and / or socialisation ( Kobrin, 1992). 
There are strong links between the review article (Scullion, 1995b) and the 
articles on staffing policies (Scullion, 1992b, 1994a) and the case study article 
(Scullion, 1996) which connects International HRM policies, and staffing policy in 
particular, with strategy and the strategic evolution of the firm. My articles dealing 
with international staffing (e. g. Scullion, 1994b, 1992b) have followed the recent trend 
towards the consideration of staffing questions in a more strategic context (Doz and 
Prahalad, 1986). This approach suggests that rather than adhering to a particular 
policy, MNCs should rather consider global strategy as well as local conditions in 
determining local staffing approaches. In addition, attempts have been made to 
develop models of international assignments identffying which assignments are 
appropriate for expatriates (Scullion, 1995b; Edwards and Brewster, 1996). There is 
also a strong link between Scullion (1995b) which argues that control modes may 
change as the fimfs strategy evolves over time, and Scullion, (1994a) which 
demonstrates that staffing policy is a key method of maintaining strategic control in 
British MNCs. Also Scullion (1994a) provided evidence that expatriates are more 
likely to be used in the early stages of internationalisation. This is consistent with 
previous research which shows that control and trust are particularly important in the 
early stages of internationalisation (Zeira, 1976). The recent case study (Scullion, 
1996) charted an example of a multinational which passed through various stages of 
internationalisation between evolution from a domestic to a truly global organisation. 
The case highlighted particularly well the argument that international HR strategy 
should be linked to corporate strategy and that international staffing strategies must be 
linked to the strategic evolution of the firm. As the international company moved 
beyond the early phase of internationalisation and adopted a highly decentralised 
approach, the disadvantages of an ethnocentric staffing policy became increasingly 
significant. The company attempted to shift to a polycentric approach which was seen 
as more consistent with its business strategy and organisational structure (Tichy et al. 
9 
1982). A key element of the international human resource strategy was to "localise" 
management in the operating companies by developing host country national managers 
to take over the running of foreign business and withdrawing the expatriates. There is 
a fink here with the articles on staffing (Scullion, 1994a, 1994b). While the case study 
company adopted a formal staffing polic which favoured using host country managers 
to run their foreign operations, in practice there had been a very significant increase in 
the use of expatriates to run their foreign operations. The case study illustrated 
therefore the more general concern that the implementation of the localisation strategy 
is a major problem for British MNCs, many of whom have tended to neglect the 
training and development needs of their host country managers (Shaeffer, 1989). 
There is also a link between Sculliorfs (1995b) review of the research which 
examines the links between corporate strategy and International HRM and Teargarden 
and Scullion et al (1995a). This latter article suggests that the linkage of global 
strategy and international HR practice should be born out of the realisation that the 
power to become a truly global firm. rests with the organisatiorfs human resources, and 
that best practice dictates that strategic functioning on a global level relies on the 
organisatiods utilisation of HR practice in achieving strategic goals. The goal of this 
research was to identify human resource-based solutions to organisational problems 
that create and maintain sustainable competitive advantage. The research team sought 
to identify human resource management practices that could help to make an 
organisation more competitive under different circumstances. 
Limitations of existing ERM research efforts, including observations that there 
has been little systematic empirical research assessing strategic HRM practices and 
little explanation of how HRM can build organisational capabilities (Bartlett and 
Ghoshal, 1992) provided partial impetus for the research. An additional impetus was 
the view that few studies of "best practices" have included cross-cultural and 
international human resource variables even though business is strongly influenced by 
such variables. Two key questions explored in the project highlight the focus on 
corporate strategy and human resource management. 1) Are there universal best HRM 
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practices or only situation-specific best practices? and 2) does HRM effectiveness vary 
with business strategy, national culture or a firnfs external environment? This 
approach is consistent with the argument in Scullion (1995b) that the fundamental 
strategic management problem is to keep the strategy, structure and human resource 
dimensions of the organisation in direct alignment. 
The Performance of Expatriate Managers 
An important issue in the international staffing literature is that of expatriate 
failure, which is usually defined as the premature return of an expatriate manager 
(Dowling and Welch, 1988). The literature suggests that expatriate failure remains a 
significant problem, particularly for US MNCs, where failure rates remain relatively 
high, ranging between 25 and 40 percent (Mendenhall and Oddou, 1985). Indeed 
there is some evidence that US MNCs reduced considerably the number of expatriates 
they employed partly in response to the high expatriate failure rate (Kobrin, 1988). 
In the field of expatriate failure rates however the majority of publications do 
not present any original data (Harzing 1995). A major conclusion of my study which 
was based on solid empirical evidence, was that the expatriate failure rate in British 
Multinationals is considerably lower than in comparison with US companies (Scullion, 
1992a). This finding was recently cited by Harzing (1995) and Hendry (1996) as being 
consistent with recent research which suggests that European MNC's experience lower 
expatriate failure rates than US companies (Harzing, 1995). 
The research also contributed to our understanding of the reasons for the lower British 
expatriate failure rate. Four principal reasons were identified (Scullion, 1992a, 1995b): 
1) British MNCs had more effective international ERM policies, 2) Expatriate 
assignments were normally seen as a key part of the overall management 
development process, 3) British managers were seen as more international in their 
orientation and outlook than US managers and 4) British MNCs may be prepared to 
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accept lower standards of performance and expatriates who are under-performing may 
not be recalled so readily as in US MNCs (Hamill, 1989). 
However, my research was also critical of the significance attached to the 
expatriate failure rate in previous research and emphasises the importance of using a 
much broader definition of failure including under performance (Scullion, 1995b). It 
was argued that the low British expatriate failure rate did not mean that companies 
were not concerned with the performance of expatriates, and that from a company 
perspective, a definition of failure based on the premature return from an international 
assignment almost certainly underestimates the problem. Expatriate under- 
performance is a far more frequent problem than failure of the type that requires 
repatriation. To summarise, my research suggested that the expatriate failure rate is a 
far from perfect measure of success or failure, and raises questions about the 
usefulness of defining expatriate failure so narrowly (Scullion, 1992a). 
My study also highlighted the need to pay more attention to the reasons for 
expatriate failure. In the present study, family-related problems, particularly the 
inability of the spouse to adapt to the new culture, emerged as the major reason for 
poor performance in international assignments (Scullion, 1992a, 1995b). This finding 
was consistent with recent European research which highlights the growing importance 
of considering the family factor in the selection and training practices of MNCs 
(Brewster, 1991). However, while most UK companies in the above study claimed 
that they recognised the importance of this factor, the research revealed that in practice 
only a minority of companies reported that they actually took it into consideration in 
their selection decisions (Scullion, 1995b). Given the importance of this factor to the 
success of international assignments, the implication is that British MNCs should 
review their selection procedures to more fully take account of the "family factor". 
There is a link between the findings on low British expatriate failure rates 
(Scullion, 1992a) and the findings on international staffing (Scullion, 1992b, 1994a) 
which show that British MNCs continue to rely heavily on expatriates to run their 
foreign operations. While the study identifieý a range of reasons for employing 
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expatriates in British MNCs, the finding that 90% of British companies were satisfied 
with the performance of their expatriates is significant in this context. There is also 
evidence that US MNCs have tended to use Host Country National managers to 
replace expatriates primarily in response to the difficulties US managers have 
experienced in adjusting to other cultural environments (Kobrin, 1988). 
Finally, there is a link between the above discussion on expatriate performance 
and Scullion (1995b) which highlighted the complexity of the issues surrounding the 
question of performance measurement and management in MNCs (Schuler, et al, 
1991). The article suggested that, despite the high costs of expatriate failure and the 
growing tendency to see expatriates as key human assets, performance appraisal 
systems for expatriates are far from universal. It also highlighted that the criteria used 
for the performance appraisal of international managers has, in practice, received 
relatively little attention in the literature. 
Repatriation 
A significant contribution made by my research was the identification of the 
repatriation of managers as a major problem for British multinationals (Scullion, 
1992b, 1994a). Whereas under 10 percent of finns reported concerns with the 
performance of expatriates, over 70 percent of firms in the study said they faced 
significant problems regarding re-entry of expatriate managers. The research also 
highlighted that concerns over re-entry may lead to low morale and a higher turnover 
of expatriates. A key problem for the majority of companies was finding suitable posts 
for repatriates of similar status and responsibility to those positions they held abroad 
(Scullion, 1992b, 1994b). 
The research also contributed significantly to our understanding of the 
changing nature of the repatriation problem. The research showed that for many 
British MNCs this problem had become more acute in recent years because, for many 
of the companies, expansion of overseas operations had taken place at the same time as 
the rationalisation. of UK operations, thereby reducing the number of senior posts in 
the UY, The research also identified from the repatriate perspective other problems 
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associated with reintegrating into the UK such as loss of status, loss of autonomy, loss 
of career direction, and a feeling that international experience is undervalued by the 
company (Scullion, 1994a, Johnston, 199 1). 
The research identified that where companies are seen to deal 
unsympathetically with the problems faced by expatriates on re-entry, managers will be 
more reluctant to accept the offer of international assignments (Scullion, 1994b). 
Research in North America indicates that 20 percent of all managers who complete 
foreign assignments wish to leave their company on return (Adler, 1986). The 
research also highlighted that despite the growing problem of expatriate turnover and 
the considerable costs associated with this (Dowling and Schuler, 1994), very few 
British MNCs had introduced formal repatriation programmes to assist managers and 
their families with repatriation difficulties. Similarly, very few companies had 
introduced effective mentor systems designed to assist the career progression of the 
expatriate manager. Many expatriate managers were concerned about losing out on 
opportunities at home, and in some companies, this was a constraint 'on their 
willingness to go abroad. In summary, the research identified the need to give a higher 
priority to the issue of repatriation in order to encourage international mobility and to 
help secure an adequate future supply of international managers. (Scullion, 1992b, 
1994b). 
International Staffing 
To date, the bulk of research on International IIRM has been in the area of 
staffing. Scullion (1995b) identified the main topics in international staffing research as 
the nationality of subsidiary managers, selection criteria for managers and models to 
use in the staffing process. There is a fink between the review of executive nationality 
policies (Scullion, 1995b) and the empirical work on the staffing policies and practices 
of UK MNCs (e. g. Scullion, 1992b, 1994b). The fomer identified that international 
firms face three alternatives with respect to the staffing of management positions 
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abroad; the employment of parent country nationals, host country nationals or third 
country nationals. The nationality question centres on human resource concerns, 
strategic concerns related to the finifs flexibility in making strategic shifts, and on 
maintaining a global perspective versus local needs. The research on international 
staffing reflects both the human resources and the more strategic orientations (Dowling 
and Schuler, 1994). The research on executive nationality policies indicates that a 
multinational company can choose from five options; ethnocentric, polycentric, 
geocentric, mixed and ad hoc. (Heenan and Perlmutter, 1979). The advantages and 
disadvantages of each of these approaches were critically reviewed in relation to the 
different stages of the internationalisation process. (Scullion, 1995b). 
My research also contributed significantly to the field of international staffing 
by identifying and explaining the trends in international staffing in British 
multinationals; an area previously lacking detailed empirical research (e. g. Scullion, 
1992b, 1994b, Brewster and Scullion, 1997). Much of the research on international 
staffing focused on the advantages and disadvantages of using expatriates as opposed 
to local managers and the research identified a range of host-country, company and 
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individual factors as important considerations in international staffing decisions 
(Boyacigiller, 1990). Much of the previous research in this area was, however, largely 
descriptive and lacking in analytical rigour (Brewster, 1991). My research has shifted 
towards considering staffing questions in a more strategic context and suggests that 
multinationals should consider global strategy as well as local conditions in determining 
appropriate staffing policies (Scullion 1994a, Scullion and Brewster, 1997). 
A major finding of my empirical examination of staffing practices in British 
MNCs, was that a majority of the companies continued to rely heavily on expatriates 
to run their foreign operations. The research showed that, while ahnost 50 percent of 
companies had formal policies favouring the use of host-country managers to run their 
foreign operations, in practice ust over one-third operated with host-country nationals 
in senior management positions. Furthermore, the research highlighted that over the 
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previous decade the trend had moved in the direction of greater use of expatriates. 
(Scullion, 1992b, 1994b). 
These findings highlighted the significant difference between international staffing 
policies of the companies and the actual staffing practices which were 
implemented. They also highlight the limitations of rationalistic models which see 
strategy as a process of planning that is conscious, pro-active, long term and 
integrative. In such models the focus is on the planning and strategic choice decisions at 
the centre, with far less attention paid to implementation at operating levels. Legge 
(1995) argues that in its most extreme forn-4 such a perspective on strategy gives the 
appearance of assuming implementation is automatic and unproblematic and that " 
espoused theory " is the same as " theory in use ". ( Argyris and Schon, 1978). It also 
assumes more consensus between functions and levels in the hierarchy than is normally 
evident in practice. This; raises more general questions about the conceptualization of 
strategy. An alternative model, the processual view of strategy identifies strategy less 
from the perspective of the intentions of the centre and more in the often non- 
articulated, but emergent and recurring patterns of decisions and actions throughout 
the organization that retrospectively show some coherence (Mintzberg, 1978, 
Mintzberg and Waters, 1985 ). This approach is more sensitive to exploring differences 
between the headquarters and the subsidiaries and differences between functions across 
the organization Legge (1995) suggests that Mintzberg's (1978) approach to the 
identification of strategies seems to be that implicitly adopted in the derivation of most 
typologies of personnel management style. On the other hand, other commentators 
such as Marchington and Parker (1990, p58. ) claim that with this approach there is a 
risk of " imputing rationality from the consequences of actions which, with the benefit 
of hindsight, appear as conscious and intentional ". 
The research findings also identified the implementation of Human Resource 
Strategy as a problem area for British multinationals and raised serious questions 
about the ability and commitment of some British multinationals to effectively identify 
and develop host country mangers in their foreign operations (Scullion, 1992b). More 
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generally the research identified the recruitment and development of host-country 
managers as a vital issue for British multinationals. (Scullion, 1994a). 
The findings of my study on UK MNCs on staffing practices revealed sharp 
differences between UK and American experience. This links in with the previous 
discussion on expatriate failure rates. Whereas British MNCs have relied heavily on 
expatriates (e. g. Scullion 1992a, 1994b), in recent years there has been a tendency 
among American MNCs to assign more host country nationals to key positions in 
foreign subsidiaries (eg Kobrin, 1988). Kobrin (1988) argued that the tendency of 
US firnis to reduce the number of expatriates had gone too far. My research 
highlighted the more general differences in approach to international staffing between 
US and UK multinationals and provided support for the view that we need a more 
European approach to international BRM (Brewster, 1995). It also offers support for 
those expressing caution regarding an uncritical and unmodified adaption of concepts 
derived in the North American context (Brewster and Burnois, 1991). Mystudyalso 
provides empirical support for the theoretical argument that an ethnocentric approach 
to staffing will be more appropriate to the European context over the next decade. 
(Mayrhofer, 1992). 
Reasons for the use of enatriates 
The reasons why organisations appoint expatriates, rather than locals, have 
been the subject of much speculation and some limited empirical research. (Brewster, 
1991). There has been very little research since the seminal work of Perlmutter and 
Heenan (1974) into the question of when it is appropriate to use exapriates. One 
detailed comparative study found that MNCs based in the US used expatriates to start 
up new business operations, and for their greater technical expertise; Japanese MNCs 
argued that they simply picked the best person for the job, who were usually Japanese: 
European companies gave management development as the main reason. (Tung, 
1982). 
My study was the first comprehensive empirical examination of the reasons for 
employing parent country expatriates in British MNCs and made a significant 
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contribution to our understanding in this area. The research (Scullion, 1994a, 1994b) 
identified a wider range of principal reasons for employing expatriates than in previous 
studies. The first was the lack of availability of management skills in some countries. 
The second major reason cited for using expatriates was control of local operations. 
Only rarely has control been identified in previous research on US multinationals, but 
this finding is consistent with evidence from European MNCs (Torbiorn, 1982). A 
linked reason for using senior expatriates was to maintain trust in key foreign business 
following large international acquisitions. This finding is particularly interesting 
because previous research has suggested that the employment of expatriates will be 
lower in acquired companies than will be the case in greenfield sites (Hamill, 1989). 
The identification of trust as a major factor in relation to very senior expatriates was a 
very significant finding and was related to the rapid growth in the number and scale of 
foreign acquisitions by British companies in the 1980s (Scullion, 1994a). 
The research also found that using expatriates for management development 
purposes was important and was increasing in significance for British multinationals 
(Scullion, 1994a). This reflects the tendency in British companies to see expatriation 
as part of the career development process (Hamill, 1989). This practice was in sharp 
contrast with US MNCs, where management development concerns were less 
significant in international staffing (Dowling and Schuler, 1990), and is cited above as 
one factor to explain the lower expatriate failure rate in British MNCs. 
The performance of foreign subsidiaries also emerged as a significant factor 
influencing the use of expatriates. This finding is well. supported in the literature, 
which has often reported that crises accentuate headquarters' control (Hamill, 1989). 
Another factor identified by the research as influencing the approach of companies was 
the strong expectation on the part of major foreign customers that the top managers in 
the host country should be parent company nationals. In this context, public relations 
and marketing were usually the key roles. Previous research has largely ignored this 
factor because it has concentrated on the very largest multinationals and has tended to 
neglect the service sector (Brewster, 199 1). 
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Finally the research identified weaknesses in the training and development of 
Host Country Nationals and Third Country National managers as an important reason 
in explaining their continued use of expatriates beyond the early stages of 
internationalisation. These findings raise serious questions about the ability and 
commitment of some British MNCs to develop new generations of local managers to 
take over key positions in their foreign operations. 
International Management Development 
Scullion (1992a) identified the shortage of "international mangers" as an 
increasingly important problem for British MNCs. The empirical research showed that 
two-thirds of the companies had experienced shortages of international managers and 
over 70 percent indicated that future shortages were anticipated (Scullion 1992b, 
Scullion 1994b). This is an important finding given that the successful implementation 
of global strategies depends, to a large extent, on the existence of an adequate supply 
of internationally experienced managers (Hamill, 1989, Scullion, 1992b). 
The research also contributed to our knowledge of the reasons for the 
shortages of international managers, with the faster pace of internationalisation being 
cited as the primary reason (Scullion, 1994b). However, the study also identified 
failures to effectively recruit, retain and develop host country managers as a key reason 
to explain shortages (Scullion, 1994b). This is consistent with previous research which 
argues that many international firms focus most of their managerial development 
efforts on their parent country nationals' managers (Shaeffer, 1989). 
The research also contributed to our understanding of the complexity of 
recruiting host country national managers compared to recruiting in the home country. 
A number of factors were identified which made the recruitment of Host Country 
national managers more difficult and costly compared to recruiting home country. 
These include the following: lack of knowledge of local labour markets, ignorance of 
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the local education system and the status of qualifications, language and cultural 
problems at interviews, and trying to transfer recruitment methods which work well at 
home to foreign countries (Scullion, 1992b, 1994b). 
Scullion, (1995b) also highlighted three important lessons for international 
firms which are committed to developing Host Country national and Third Country 
national managers. First, is the need to avoid the mistake of simply exporting parent- 
country training and development programmes to other countries (Dowling and 
Schuler, 1990). Second, the management development programmes for host-country 
nationals need to be linked to the strategic situation in each country, as well as to the 
overall strategy of the firm. This need to take into account a variety of foreign product 
market situations highlighted the complexity of devising appropriate management 
development programmes (Scullion, 1992b). Third is the need to utilise much further 
the practice of developing host country managers through developmental transfers to 
corporate headquarters. VVhile it has been argued that this approach to development 
can be very effective in helping to develop global management teams (Prahalad and 
Doz, 1987), the present research indicated that a majority of British companies still 
failed to recognise the need to develop high potential host country managers for senior 
positions outside their own countries, which it was argued exacerbates the problem of 
attracting and retaHng high-potential managers in the host countries (Scullion, 
1994a). 
My study also contributed significantly to our understanding of the Human 
Resource strategies pursued in response to the international management development 
challenges discussed above. My study of LJK MNCs identified five main strategies by 
firms in internationalising their managers in response to the shortages of international 
managers (Scullion, 1992b): 1) More than one-third of the companies reported that 
they were sending young high potential managers on international assignments. 2) 
there was a more general trend to give international experience to a wider range of 
managers. These were significant initiatives given the previous practice of limiting 
international experience to a relatively small group of expatriates. 3) There was a 
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rapid growth in the importance of external recruitment to fill management positions 
abroad. This was a particularly significant finding given the traditional practice in 
British NWCs of relying almost exclusively on internal recruitment for expatriate 
positions. 4) One third of the companies attempted to sell themselves more effectively 
to graduates through various types of marketing designed to highlight the international 
nature of their activities. Less than 20 percent of companies, however, had broadened 
their source of graduate recruitment to include some continental European countries. 
5) There was growing recognition of the importance of developing effective 
international management development programmes to help secure an adequate supply 
of international managers. In particular, the majority of firms reported that they were 
allocating more resources to international management education and training for 
senior managers (Scullion, 1992b, 1995b). 
Scullion (1992b, 1994a) also identified two areas where British companies 
were failing to take effective action to ease the acute shortage of international 
managers. First, there was evidence, discussed above, that British MNCs were 
ineffective in the measures taken to respond to repatriation problems. Second, there 
was evidence that British MNCs were not taking effective measures to increase the 
proportion of women in international management. International management has long 
been a masculine preserve (Adler, 1984). The lack of willingness to recruit and 
develop women as international managers should be an important concern for British 
MNCs given the evidence on shortages of international managers (Brewster and 
Scullion, 1997) and the suggestion of recent research that women are well suited to 
international team management. (Jelinek and Adler, 1987). 
; arket - 
HRM Challenges 
In the late 1980s there was considerable debate over the need to create 'Euro- 
managers , in preparation for the single European Market. There was however, little 
empirical evidence informing this debate and some authors referred to the myth of 
Euro-managers (Storey, 1992). My empirical study of forty five large international 
companies showed that 80 percent of firms felt that the main challenge arising from the 
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advent of the single European market was to secure an adequate supply of 
international managers, and over 70 percent of companies identified recruitment as a 
priority human resource area. The upgrading of management skills and competences 
was identified as a priority by a majority of companies in order to compete effectively 
in the new Europe and the research indicated that there was particular concern over 
the managerial skills and competences needed to deal with the complex HRM issues 
and problems associated with the growth of international joint ventures and strategic 
alliances (Scullion, 1994a). 
In summary, this area of my research suggests that the most formidable task 
facing UK companies wishing to operate abroad is the recruitment and development of 
a broad cadre of managers and executives who understand and can operate effectively 
in the international market, and that companies need to take a strategic approach to 
management development (Storey, 1992). This links with the discussion in the 
previous section exploring the links between corporate strategy and IMM. 
In practice, the impact of the Single European Market on HRM strategy varied 
according to the stage of internationalisation and the overall strategy of the firm 
(Scullion, 1992b). Most multinationals traditionally pass through various stages of 
internationalisation during their evolution from a domestic to a truly global 
organisation (Negandhi, 1987). My study highlighted that for some global or 
transnational firms, the impact of the Single European Market on HR strategy was 
marginal rather than central. By contrast, for firms which had internationalised in the 
recent past with a strong European focus, the Single Market represented a major HR 
challenge. The findings of my study provide support for the argument that 
organisationallY the multinational companies were responding to European integration 
in contradictory ways and therefore questions the notion that UK multinational activity 
is inevitably assuming a European direction (Walsh, 1996). 
Recent research on multinational companies has revealed a movement away from more 
traditional organizational structures towards grater decentralization, accompanied by a 
reduction in hierarchical levels. This shift is facilitated by the development of networks 
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of personal relationships that work through informal, horizontal communication 
chamels( Bartlett and Ghoshal, 1990, a ). Earlier studies of headquarter- subsidiary 
relationships tended to stress the flows from headquarters to subsidiary, examining the 
relationships mainly in the context of control and co-ordination. There is growing 
recognition, however, that for relatively internationalized firms this approach has 
significant limitations as the former periphery of subsidiaries can develop into 
significant centres for investments, key activities and influence ( Dowling et al, 1994) 
Forsgren (1990) argues that it is more realistic to regard some MNCs as loosely 
coupled political systems rather than tightly bonded, homogenous, hierarchically 
controlled systems-In respect of these developments Bartlett and Ghoshal ( 1990, b 
have developed the notion of the MNC as an interorganizational system -a network of 
exchange relationships among different organizational units including external 
organizations ( e. g. host goverments, customers, suppliers and competitors) as well as 
headquarters and national subsidiaries. The management of these network multi-centred 
multinationals is complex. It has been argued that human resource management plays a 
key role in this type of multinational and that personal networks and informal 
communication are important means of control in the network multinational. For 
example MNCs can exert centralised control through the use of expatriates, who may 
be trusted to implement corporate policies and procedures, and becomes a de facto 
centralising control mechanism. ( Marschan, Welch and Welch, 1997). Since network 
relationships are built and maintained through personal contact, staffing decisions are 
crucial to the effective management of the linkages that the various subsidiaries have 
established ( Dowling et al., 1994). 
I Mobility 
My research suggested that the problem of ensuring an adequate supply of 
international managers is further exacerbated by growing resistance to international 
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mobility. In my recent study of UK MNCs more than half the firms suggested that 
individuals were becoming less internationally mobile, just at the time when there was a 
growing need for international managers because of expansion abroad. In this study 
the reduction in international mobility was attributed to several factors including 
continued rationalisation in the UK which created uncertainties regarding re-entry; the 
growing unwillingness to disrupt the education of children; the growing importance of 
quality of life considerations and, finally continued uncertainty regarding international 
terrorism and political unrest (Scullion, 1992b). 
My recent research highlighted that for many companies the dual career 
problem and disruption to children' s education were seen as major barriers to 
international mobility in the ffiture. In the past working spouses were less common, 
generally female and prepared to follow their partners' career transfers (Hall and Hall, 
1987). The growing significance of the dual career factor was also considered in the 
literature review (Scullion, 1995b). Two particular developments were highlighted 
here. First, more and more women have or seek careers, not just jobs. For many, it 
would be impossible to continue their careers in a foreign country (Devanna, 1987). 
Increasingly international mobility is limited by the dual career factor, which also poses 
restrictions on the career development plans of multinationals. Second, there is some 
evidence to suggest that families are less willing to disrupt their personal and social 
fives than was the case in the past (e. g. Brewster 1991). 
In summary, my research suggests that restrictions on international mobility 
appear to be growing just at the time when the need for international mobility is 
becoming vital for the internationalisation of UK businesses, and that the problem of 
international mobility could emerge as a key factor in determining the international 
capability of a firm (Scullion, 1992b). 
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The Changing Nature of Expatriation 
Brewster and Scullion (1997) identified some key changes in the nature of 
expatriation and suggested a new research agenda for the future. Significant changes 
in international organisations, particularly the growth of smaller and medium sized 
international businesses and developments in non-commercial expatriation were 
identified as growth areas in expatriation. The research also identified changes in the 
host locations for expatriation, with a decrease in the proportion of expatriates going 
from the developed world to the Third World, and a substantial increase in the transfer 
of expatriates between developed countries. The research argued that although there 
was a modest increase in the number of women expatriates, (Brewster and Scullion, 
1997) female expatriates are still very much in the minority (Scullion, 1994). The 
proposed new research agenda on expatriation fits very well the approach suggested by 
Scullion (I 995b). It argues that, central to the study of expatriation at the 
organisational level, as a research area for the future, is the linkage of expatriation 
policies with international corporate strategy (Brewster and Scullion, 1997). My 
recent case study (Scullion, 1996) also highlighted that international staffing strategies 
must be linked to the international evolution of the firm. 
The new research agenda (Brewster and Scullion, 1997) also outlined the need 
for more research on expatriation on international organisations other than the 
traditional giant multinational. It also pointed to the need for more research on newer 
forms of international business activity such as joint ventures and strategic alliances. 
Scullion (1995b) reviewed the reasons for the rapid growth in international ventures 
and strategic alliances and critically examined the literature on the HRM policy issues 
associated with managing international joint ventures. The review concluded that the 
growth of new forms of international business operations had significantly increased 
the demand for senior managers with international experience (Schuler et al, 1991). At 
the same time these new business forms demand additional abilities, placing a premium 
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on cultural empathy, negotiating skills, and a broader understanding of the people side 
of the business (Lane and Beamish, 1990). This is consistent with the empirical 
research on British MNCs which highlighted that there was particular concern over the 
managerial skills and compctences needed to deal with the complex HRM issues and 
problems associated with these international business arrangements (Scullion, 1994a). 
My review of the literature concluded that filrther empirical work is urgently needed 
on a broad range of ERM issues associated with managing these international 
collaborative arrangements as practice is running well ahead of research in this area 
(Scullion, 1995b). 
The review also identified a need for more research on non US organisations 
and in particular on organisations from the Pacific rim and Europe. The 
internationalisation of SMEs, as a field in its infancy, was also indentified as a critical 
area for empirical research. Finally, the development of host country managers and 
third country managers and issues concerning international mobility were identified as 
important yet largely unresearched areas. This supports the empirical findings of 
Scullion (1994a, 1995b) which argued that these issues were of increasing concern to 
British MNCs. 
Conclusion 
My study of British multinationals was the first comprehensive empirical study 
of International Human Resource Management in the UK, and made a very significant 
contribution in developing the field of International Human Resource Management in 
Britain and Europe. Prior to my research the study of International Human Resource 
Management in Europe was in the infancy stage of development and there were few 
empirical studies in this area outside North America. Based on solid empirical research 
evidence my research made a significant contribution both to our understanding of the 
human resource management issues and problems associated with the 
internationalisation of UK business and to our knowledge of the human resource 
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management strategies, policies and practices adopted by UK multinationals in 
response to the internationalisation process. My research also examined how 
international HRM policy was formulated and implemented and this approach 
highlighted the often considerable differences between the policies and the actual 
practices adopted by the firms. This contribution was particularly significant given that 
much of the previous research in this field was prescriptive in nature and often 
contained little real data which identified the actual International HRM policies and 
practices of multinational companies. 
Two distinguishing features of my work on International FIRM were the focus 
on managing managers in the international firm, and the attempt to develop links 
between international business strategy and international HRM approaches. Previous 
research in this area often focused on managing the labour force at the expense of 
serious consideration of the experience of managers (Negandhi, 1987). My research 
on International HRM, by focusing on managers as the key human resources in the 
company, attempted to redress this balance and suggested that the quality of the 
management process is critical to the effective implementation of international business 
strategies. 
My research in International HRM has contributed to the field in five main 
areas. First, my research has contributed to the growing awareness of the importance 
of HRM in the global arena and to a greater understanding of the international 
dimensions of HRM. The trend over recent years has been to extend the linkage of 
HRM with business strategy into the international arena (e. g. Dowling et al, 1994). 
My research suggested that international human resource strategy like human resource 
management strategy generally, must be linked to corporate strategy and the strategic 
evolution of the firm. 
Second, my work identified and explained the trends in international staffing 
in British MNCs. My research has shifted towards considering staffing questions in a 
more strategic context and implies that multinationals should consider global strategy 
as well as local conditions in determining appropriate staffing policies. The empirical 
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findings of the study identified the tendency of British MNCs to increase their use of 
expatriates to manage their foreign operations and to use staffing policy as an 
important method of maintaining strategic control. Interestingly, this runs counter to 
American trends as the evidence suggested that US multinationals have significantly 
reduced their use of expatriates. Kobrin (1988) suggests that this trend could result in 
a potential loss of strategic control in US multinationals. On the other hand this trend 
may simply represent a necessary readjustment as American multinationals become less 
ethnocentric and more responsive to local conditions (Hendry, 1994). The research 
also highlighted the more general difference in approach to International HRM 
between US and UK multinationals and provided support for the view that we require 
a more European approach to International HRM (Brewster, 1991). The study also 
contributed to our knowledge of the reasons for the use of eLipatriates and identified a 
wider range of factors which influence the decision to use expatriates than in previous 
research. 
Third, while the literature suggests that expatriate failure remains a significant 
problem for US MNCs, a major conclusion of my empirical study was that the 
expatriate failure rate in British companies is considerably lower in comparison. The 
research also contributed to our understanding of the reasons for the lower expatriate 
failure in British MNCs and raised questions about the usefulness of the expatriate 
failure rate as a measure of the performance of expatriates. My research identified the 
issue of the repatriation of managers as a significant and growing problem area for 
British multinationals and contributes to our understanding of the changing nature of 
the repatriation problem both from the perspective of the repatriate and the company. 
The research showed that despite the growing cost of expatriate turnover very few 
British MNCs had introduced effective repatriation policies. The research suggested 
the need for companies to develop a more strategic approach to managing the 
repatriation process and to introduce more effective approaches to expatriate career 
planning in order to encourage international mobility and to help secure an adequate 
future supply of international managers. 
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Fourth, the research identified that a vital task facing British companies who 
wish to operate globally is the recruitment and development of a cadre of managers 
and executives who can operate effectively in the global environment. The research 
highlighted some of the key international management development issues and 
challenges firms face as they undergo the internationalisation process and suggested 
that for British MNCs, the recruitment and development of international managers will 
be a key challenge of the late 1990s. The research identified the shortage of 
international managers as a significant problem for UK MNCs and enhanced our 
knowledge of the reasons for the shortages. In this context the study highlighted the 
failure to effectively recruit, retain and develop host country managers as a major 
challenge for UK MNCs. 
The research also contributed to our understanding of the strategies UK 
multinationals pursue to internationalise their managers and identified the strategic 
importance for UK MNCs to give international experience to a wider range of 
managers, and to develop effective international management development 
programmes to ensure a future supply of international managers. The research also 
suggested that growing resistance to international mobility was a significant constraint 
on the ability of UK MNCs to ensure an adequate supply of international managers. 
Dual career problems were particularly important in this context. 
Fifth, my research highlighted some key changes in the nature of expatriation 
and suggested a new research agenda for the future. The research highfighted some 
emerging HRM challenges arising from the development of new international business 
arrangements. In particular the research highlighted the need for ftirther research to 
examine the complex HRM issues associated with international joint ventures and 
strategic alliances. The review also identified the internationalisation of SMEs and the 
development of host country and third country managers as important areas for future 
research. 
Finally, Teargarden and Scullion et al (1995a) enhanced our understanding of 
the methodological challenges posed by undertaking collaborative multi-cultural 
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research and offered some innovative solutions to these challenges. Our research 
contributed several key lessons for future student of cross-cultural management. First 
they should rely on research strategies that build and benefit from integrative synergies 
and second, they should emphasise the importance of process management and 
managing relationships. The major contribution however, was the conclusion that 
what cross-cultural management researchers do (the content of the research) is 




The purpose of this appendix is to outline the research methodologies designed 
to met the specific objectives of the two research projects in International HRM 
discussed in the introduction. 
Research Design: Qualitative or Quantitative 
A number of authors have suggested that data sought through research efforts 
can be categorised under three headings: exploratory, descriptive and explanatory or 
causal (Yin, 1984; Chisnall, 1986; Kinnear and Taylor, 199 1). 
Exploratory research seeks to gather preliminary data to shed light on the real 
nature of the problem and possibly to suggest some hypotheses or new ideas (Kotler, 
1988). Such research is characterised by flexibility in order to be sensitive to the 
unexpected and to discover insights not previously recognised. Wide ranging and 
versatile research approaches are employed; these include observations, group 
interviews and interviews with experts (Kinnear and Taylor, 1991). Exploratory 
research is appropriate where research objectives include: developing a more precise 
formulation of a vaguely identified problem or opportunity; establishing priorities 
regarding the potential significance of various problems or opportunities; gaining 
management and researcher perspective concerning the character of the problem 
situation; identifying and formulating alternative'courses of action. 
The purpose of descriptive research is to describe certain magnitudes; it is 
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appropriate when the research objectives include: portraying the characteristics of 
phenomena and determining the frequency of occurrence; determining the degree to 
which variables are associated with the phenomena; and making predictions regarding 
the occurrence of such phenomena. Descriptive research can utilise secondary data 
and questioning of respondents (Kinnear and Taylor, 199 1). 
While descriptive research may characterise phenomena and demonstrate 
association among variables, statements regarding cause-and-effect relationships are 
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not possible with descriptive research; thus in such circumstances, explanatory or 
causal research designs are required. Explanatory research is appropriate given the 
following research objectives: to understand which variables are the cause of what is 
being predicted (the effect) - the focus being on why thing happen; to understand the 
nature of the functional relationship between causal factors and the effect to be 
predicted. The main sources of data for explanatory research are: interrogating 
respondents through surveys and conducting experiments (Kinnear and Taylor, 1991). 
It can be seen from the stated research aims in the introduction that the data sought in 
this particular study are at once exploratory, descriptive and explanatory in nature. It 
has been argued that "a good research design will make sure that the infon-nation 
gathered is consistent with the study objectives and that the data are collected by 
accurate and economical procedures, and that there is no standard or idealised research 
design to guide the research, since many different designs may accomplish the same 
objective" (Kinnear and Taylor, 1991). Similarly, Morgan and Smircich (1980) 
observe that: "the appropriateness of a research approach derives from the nature of 
the social phenomenon to be explored". A methodology must be developed which is 
appropriate to the nature of the data sought in relation to the stated objectives of the 
study. The methodology adopted was therefore primarily a qualitative approach. 
Quantitative research data 
The advantages of quantitative data are that the numerical form makes 
comparison easy, data are standardised, visible and amenable to statistical analysis 
(Hart, 1987). In general, sample sizes are greater and controlled in such a way as to be 
representative of the population from which they are drawn. This allows greater 
confidence in accepting the reliability or generaliability of the findings. As there is less 
room for subjective interpretation, the research findings' internal validity can more 
easily be assessed. Hart (1987) concludes that quantitative methods are appropriate 
for testing hypotheses; synthesising a large number of variables to determine 
association and controlling for generalisability. Critiques of quantitative methods 
focus not on the scientific content of the study, but on the nature of the data they 
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provide (Hart, 1987). Moreover, it is often suggested that quantitative methods are 
able to investigate only the more rational aspects of motivation and behaviour, and 
therefore miss the subtleties of individual or organisational behaviour. "In the past 
much attention has been given to describing, coding and counting events, often at the 
expense of understanding yhy things are happening. This has led to a predominance of 
quantitative research methods which are geared, for example, to finding out how many 
people hold particular views, or variations in measures of corporate performance. By 
contrast, qualitative methods might concentrate on exploring in much greater depth the 
nature and origins of people's view points, or the reasons for, and consequences of 
corporate performance criteria" (Easterby-Smith et al, 1991). Moreover, a general 
criticism is that quantitative methods are more inclined to describe verbally expressed 
sentiments and beliefs rather than describe actual conduct. This increases the 
likelihood of rationalising behaviour after the event (Hart, 1987). Similarly, Van 
Maanen (1979) states: "our [quantitative] data manipulation techniques have become 
increasingly complex, mathematically sophisticated and governed by strict asstunptions 
but, paradoxically, our interpretative frameworks which make such data meaningful 
have grown looser, more open-ended, fluid and contingent". 
Oualitative research 
The strength of qualitative methods is usually associated with the depth and 
richness of the data it provides (Hart, 1987). Qualitative data are seen as a source of 
well-grounded, rich descriptions and explanations of processes occurring in local 
contexts (Miles and Huberman, 1984). Gordon and Langmaid (1988) suggest that 
qualitative research "answers such questions as What, Why or How, but it cannot 
answer the question How many? The more sophisticated approach of Strauss and 
Corbin (1990) describes qualitative research as that which "produces findings not 
arrived at by means of statistical procedures or other means of quantification". They 
regard qualitative research as a non-mathematical analytical procedure that results in 
findings derived from data gathered by a variety of means, such as interviews and 
observations. 
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Van Maanen (1983) describes qualitative methods as: "an array of 
interpretative techniques which seek to describe, decode, translate and otherwise come 
to terms with the meaning, not the frequency, of certain more or less naturally 
occurring phenomena in the social world". Similarly, Chisnall (1986) defines the 
essence of qualitative research as diagnostic, attempting to discover what may account 
for certain types of behaviour, seeking a deeper understanding of factors, sometimes 
covert, which influences decisions. 
Qualitative research is therefore best used for problems where the results will 
increase understanding, expand knowledge, clarify the real issues, generate hypothesis, 
identify a range of behaviour, explore and explain individuals motivations, attitudes 
and behaviour, and thus identify distinct behavioural. groups (Gordon and Langmaid, 
1988). There are therefore many valid reasons for doing qualitative research, one 
being the nature of the research problem. Qualitative methods can be used to uncover 
and understand what fies behind any phenomena about which little is yet known 
(Strauss and Corbin, 1990). Qualitative methods can also give the intricate details of 
phenomena that are difficult to convey with quantitative methods. Qualitative 
researchers are often concerned with building theory. Building theory by its very 
nature implies interpreting data, for the data must be conceptualised and the concepts 
related to form a theoretical rendition of reality. The theoretical formulation that 
results, can be used not only to explain that reality, but to provide a framework for 
action (Strauss and Corbin, 1990). 
In comparison with quantitative methods the "soft" data produced by 
qualitative research methods are often viewed as lacking in both reliability and validity 
(Gordon and Langmaid, 1988), while the influence of the researcher is seen to result in 
highly subjective, rather than objective data analysis. Miles and Huberman conclude 
that "the most serious and central difficulty in the use of qualitative data is that 
methods of analysis are not well formulated. In addition there are also a number of 
practical problems: qualitative data collection is labour intensive, requires a high 
degree of skill to be carried out correctly and can be time consuming and expensive. " 
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Nothwithstaning these expressed concerns and perceived limitations, it is clear that 
qualitative methods are particularly appropriate for certain research efforts including 
traditional preliminary exploration, sorting out and screening behaviour and exploring 
complex behaviour (Hart, 1987). 
To summarise, neither quantitative nor qualitative methodology is without 
limitations. In acknowledging and understanding the inherent limitations of each 
approach, several authors have cited the benefits of using complementary research 
methods in the same study because each method has advantages which enhance, and 
disadvantages which constrain, its ability to measure the phenomena under research 
(Nachmias and Nachmias, 1976, Smith, 1991). Strauss and Corbin (1990) conclude 
that qualitative and quantitative methods can be used effectively in the same research 
project. The use of both approaches in a single study in known as methodological 
triangulation (Todd, 1979, Easterby-Smith, 1991). Smith (1991) concludes that such a 
combination of methods counterbalances the merits and demerits of each method. 
Research Methodolo 
The methodology adopted in my study of International HRM in British 
multinationals was a qualitative approach. The principal research method was 
interviews with the corporate HR Director. The interviews were conducted in the 
early 1990s. The duration of the interviews varied from two hours to three and a half 
hours. During each interview, in addition to questioning on international HRM policy 
and practices, information was sought on company strategy, structure and international 
business operations. Additional information was obtained from documentary sources 
such as company reports and company documents including international personnel 
policies- and annual reports. The principal research instruments used in my research 
was, therefore, the personal interview. Some authors have noted the general 
disadvantages of face-to-face interviewing, for example, the process may cause the 
respondents to bias their responses because of the desire to please or impress the 
interviewer (Kinnear and Taylor, 1991). In addition personal interviews are time 
consurning both in terms of conducting and analysing interview material. As a result 
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this type of interview is costly, both in management and financial terms (Gordon and 
Langmaid, 1988). Notwithstanding these disadvantages, the advantages of the 
personal interview technique are considerable and are well summarised by Burgess 
(1982) as follows. "[the interview provides] the opportunity for the researcher to 
probe deeply to uncover new clues, open up new dimensions of a problem and to 
secure vivid, accurate inclusive accounts that are based on personal experience". 
Personal interviews can broadly be categorised into three groups: the structured 
interview, the unstructured interview, and the depth interview (Hart, 1987). 
Structured and serni-structured interviews were the main research methods 
used in my studies of International HRM. In the structured interview set questions are 
asked, their sequence and wording are fixed, and the answers recorded in standardised 
form. The principal advantage of the structured interview is that variability between 
interviews is reduced, resulting in comparability of data (Nachmias and Nachmias, 
1976). However, Hart (1987) concludes that while the reliability of this technique is 
higher than with more informal types of interviewing, its rigidity makes it less effective 
for some probing, searching questions. 
In the semi-structured interview some of the questions are open and designed 
to encourage the respondent to talk freely about each topic. Easterby Smith et al 
(199 1) argue that while researchers do need a framework from which to begin to plot 
out developing themes, they should not be unduly constrained by it. This type of 
interviewing avoids the inflexibility of structured interviews but at the same time 
assures that all the relevant topics under research will be addressed. 
The depth interview may be defined as an unstructured personal interview 
which uses extensive probing to get a single respondent to talk freely and to express 
detailed belief and feelings on a topic (Kinnear and Taylor, 1991). In the depth 
interview, the interviewee is encouraged to talk about the subject under investigation 
and the course of the interview is mainly guided by him or her. No pre-specified set of 
questions is employed and usually no schedule is used (Hart, 
1987). It has been 
argued that this type of interview can be used to promote a 
free flow of rich 
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information. However, one drawback with this type of interview is that interview 
variation is likely to be pronounced and thus comparability is reduced. This factor 
explained the limited use of this method in the present research. It has been argued, 
however, that the long interview is one of the most powerful methods in the qualitative 
armoury (McCracken, 1988). For certain descriptive and analytic purposes no 
instrument of inquiry is more revealing. The method can take us into the mental world 
of the individual and glimpse the categories and logic by which he or she sees the 
world. It can also take us into the "lifeworld" of the individual, to see the content and 
pattern of daily experience. The long interview gives us the opportunity to step into 
the mind of another person, to see and experience the world as they do themselves 
(McCracken, 1988-9). This type of approach was well suited to the current research 
which explored complex and "messy" research problems. 
Cross-Cultural International Management Research: The Best International Human 
Project 
Teargarden and Scullion et al (1995a) is a case study of the evolution of an 
international research group which sought to investigate international human resource 
management practices. Complexity, cost and time commitment have been identified as 
niajor impediments to effective cross-cultural management research (Adler, 1984: 
Arndt, 1985). In addition, some have argued that the North American positivist 
approach, with its emphasis on rigorous quantitative methods, measurement, precision 
and internal and external validity, sharply contrasts with the need to accommodate 
context found in international studies, which are often best conducted using a more 
interpretative approach (Adler, Campbell and Laurent, 1989). Teargarden and 
Scullion et al (1995a) made a significant contribution to our understanding of the 
methodological challenges posed by undertaking collaborative multi-cultural research 
and offered some important solutions to these challenges. The article critically 
reviewed the two research literatures that contribute to understanding the challenges 
posed by this area - those on cross cultural management research and collaborative 
research. An important assumption underlying the use of multicultural teams is that 
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they ensure rigour since no one researcher can be an insider in multiple cultures (Adler, 
1984: Steers et al, 1992). The cross-cultural management literature answers many 
questions regarding what should be done to produce rigorous research but says little 
regarding the mechanics of using collaborative research teams. The collaborative 
research literature addresses the mechanics of such research in more detail (e. g. 
Goodman, 1985). 
our research suggested that the cautions of previous researchers regarding 
cross-cultural research methodology and the need for multinational, multi-cultural, 
interdisciplinary teams were, by and large, accurate. The major contribution of the 
article was the conclusion that what cross-cultural management researchers do (the 
content of the research) is important- but that just as important is how it is done. High 
quality interaction is the defining feature of this type of research. There were four 
types of interaction in the project; 1) theoretical interactions (research design, survey 
development). 2) Pragmatic interactions (translations, survey administration) 3) 
interpersonal interactions (building commitment, sharing learning), and 4) integrative 
interactions, which maximise overall synergy. The synergy that can be developed 
through the integration of these interactions is the key to rigorous cross-cultural 
research. 
Our research contributed several key lessons for future students of cross 
cultural management. First, they should rely on research strategies that build and 
benefit from integrative synergies. ie the synergy that can be developed through the 
integration of the four types of interaction discussed above. Second, they should 
emphasise the importance of process management and managing relationships. Third, 
they should recognise the importance of flexibility because this type of research is 
fraught with obstacles and uncertainties. In conclusion our research found that the 
impediments to cross-cultural management research are formidable but not 
fundamentally insurmountable. The shared learning that occurred not only benefited 
the project team collectively, but also increased the understanding of and sensitivity to 
cultural issues of individuals. 
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ýq 
he growth of international business at a time when most international organisations , 
are under increasing cost pressures has led these organisations to take a sharp look at 
their policies for employees transferring from one country to another - the expatriates. 
This article attempts to surnmarise what we know from the existing research on expatriation; 
to examine what, in the light of the changes that are occurring, is happening to international 
transfers, and to use that as the basis for proposing a new research agenda for the future. 
There is some evidence from the US that multinational corporations (MNCs) initially 
reacted to the cost pressures and a relatively high expatriate failure rate by trying to cut the 
number of expatriates they employed (Kobrin, 1988). Although there are some, occasionally 
quite spectacular, cases of this happening for European MNCs, it is likely that the growth of 
international trade in Europe, especially among newly international organisations, led to a 
growth in the overall number of expatriates here (Brewster, 1993). The latest evidence from 
the US seems to show another resurgence in the use of expatriates by US MNCs (NFTC, 1995). 
An understanding of the management of these expatriates is of growing importance at 
the present time for a number of reasons: 
.A e recent years have seen rapid increases in global activity and global competition (Young 
and Hamill, 1992). As the MNCs increase in number and influence, so the role of expatriates 
in those MNCs grows in significance (Dowling et al, 1994); 
ll 
ý`3 
9 the effective management of expatriates internationa y is increasingly being recognised 
as a major determinant of success or failure in international business (rung, 1984); 
ý V"; 
9 surveys of European firms (International Management, 1986) and, more recently, of British 
and Irish international firms, reveal that many of the companies had experienced shortages 
of international managers and that future shortages were anticipated (Scullion, 1992); 
the advent of the Single European Market and the rapid growth of British direct 
investment abroad (Hamill, 1992) mean that issues of expatriate management are 
nisations than the traditional increasingly important concerns in a far wider range of orga 
giant multinationals, particularly among the growing number of smaller and medium 
sized companies which have significantly internationalised their operations in recent years 
(Scullion, 1992); 
9 it is increasingly recognised that the human and financial costs of failure in the 
international business arena - while not so common as sometimes argued (Harzing and 
Van Ruysseveldt, 1995) - are considerably more severe than in domestic business (Dowling 
and Schuler, 1991; Forster, 1997). In particular, indirect costs such as a loss of market share 
and damage to overseas customer relationships may be considerable (Zeira and Banai, 
1984). Also, there is evidence that many companies underestimate the complex nature of 
HR problems involved in international operations and that business failures in the 
li k d n e to poor management of expatriates (rung, 1984). international arena may often be 
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In general terms, and with some notable exceptions that we refer to below, the study of 
expatriation has followed the traditional expatriate 'cycle' - selection, training, relocation 
and adjustment, pay and performance, and return. Interestingly, in broad terms the 
development of the research has followed a similar pattern, with early attention on the 
earlier stages of the assignment and a gradually developing focus on the more complex 
issues of performance and return. In this section of the article we summarise, briefly, the 
current state of knowledge in each of these areas. 
Research on international staffing has identified a number of principal reasons for 
employing HQ expatriates in MNCs. The first major reason was the lack of availability of 
management and technical skills in some countries. The second was the objective of control of 
local operations (Torbi6m, 1985; Brewster, 1991). A linked reason for using senior expatriates 
was to maintain trust in key foreign businesses following large international acquisitions: a 
major factor in the rapid growth in the number and scale of foreign acquisitions by British 
companies in the 1980s (Scullion, 1991). Using expatriation for management development 
purposes (Hamill, 1989) was increasing in significance for British multinationals. This practice 
was in sharp contrast with US MNCs where management development concerns were less 
significant in international staffing (Dowling and Schuler, 1991). 
Research into the recruitment and/or selection of expatriates has generally been focused 
on the more 'visible' aspects of these issues, such as the criteria used in such decisions. 
Mendenhall and Oddou (1985) identified a major problem area in expatriate selection as the 
ingrained practice of operating with the 'domestic equals overseas performance' equation. 
Technical expertise and domestic track record are by far the two dominant selection criteria. 
Factors such as language skills and international adaptability come further down the list in 
all studies, though there is some evidence that these have more importance for European 
organisations (Tung, 1982; Brewster, 1991). 
There has been less attention paid to the strategic antecedents of the appointment 
decision (ie whether an expatriate was the appropriate way to fill the assignment anyway) or 
to the manner in which the appointment is made. There has been very little research since 
the seminal work of Perlmutter and Heenan (1974) into the question of when it is 
appropriate to use expatriates (see also Ondrack, 1985; Mayrhofer and Brewster, 1996). 
indeed, much of the literature fails to question either the use of expatriates or the reality of 
the manner of their appointment. It should not be assumed that the majority of mul- 
tinationals adopt a systematic and coherent approach to selection - there is considerable 
evidence that many continue to operate in this area on an ad hoc basis (Robinson, 1978). In 
many multinational companies staffing and selection processes are still rather informal, with 
responses being reactive rather than pro-active (Brewster, 1991). Arguably, a consistent HR 
strategy that fits the organisation's overall business strategy is much more difficult to 
achieve with this type of ad hoc approach. 
International companies undertaking training and development programmes for 
expatriates face significant problems. There are two problems in particular which make 
training and development for international assignments more complex than that for 
domestic assignments. First, the expatriate not only has to adjust to a new job and a new 
role, but also to a new culture (Mendenhall and Oddou, 1995). Secondly, since the stress 
associated with a foreign assignment falls on all family members (Harvey, 1985), the issue of 
training programmes for the spouse and family needs to be addressed. US MNCs tend to 
use pre-departure training programmes less frequently than the European and Japanese 
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standards with specific objectives in local units, and to recognise that more time may be 
needed to achieve results in markets which enjoy little supporting infrastructure from the 
parent company (Schuler et al, 1991a). 
The repatriation of expatriates has been identified as a major problem for multinational 
companies in the UK and North America (Harvey, 1989; Scullion, 1993), but is still 
comparatively under-researched (Brewster and Pickard, 1994). Interestingly, concern over re- 
entry was cited as a significant reason affecting expatriate performance in UK MNCs 
(Scullion, 1993). For many MNCs this problem has become more acute in recent years, 
because expansion of foreign operations has taken place at the same time as the 
rationalisation of HQ operations; there are few unfilled positions suitable for repatriates in 
the majority of companies. From the repatriate perspective, other problems associated with 
re-integrating into the home country are loss of status, loss of autonomy, loss of career 
direction and a feeling that international experience is undervalued by the company. There 
is growing recognition that where companies are seen to deal unsympathetically with the 
problems faced by expatriates on re-entry, managers will be more reluctant to accept the 
offer of international assignments (Scullion, 1993). Many expatriates leave their company on 
return (Adler, 1986) with the consequent loss of investment and expertise. Yet, while it is 
widely accepted that the costs of expatriate turnover are considerable, few firms have formal 
repatriation programmes to assist managers and their families with repatriation difficulties. 
W 717 A GING NATURE OF EXPATRIATION 
Merely managing some of these issues better will not resolve the problems for international 
organisations, because the situation is changing in crucial ways. There are changes in the 
MNCs, in the host locations, and in the expatriates themselves. 
Significant changes have been occurring in international organisations. In the increasing 
number of trading blocs throughout the world, and most particularly and evidently in the 
European Union (EU), the growth in expatriation is not so much among the giant 'blue- 
d-dps' (which are new to internationalisation) as in smaller organisations. There are giant 
organisations which privatisation has recently freed to compete outside the country of origin 
as well as increasing numbers of small organisations that are beginning to treat the 
European market, for example, as their own local market. In both cases the experience of 
internationalisation is limited. Among the larger and more traditionally international 
players there have been changes too: a much more competitive environment (D'Aveni, 1995) 
forcing increasing attention to cost reduction and cost effectiveness. Since expatriates are 
among the most expensive people any organisation employs, and the measurement of 
expatriate performance is, to say the least, uncertain, this has had a dirg! ct effect on the way 
organisations view their expatriates. This has been made more difficult to handle by a 
reduction in the number of people in corporate international human resource management 
(IHRM) departments. More than a few MNCs have lost the central expertise in the 
management of expatriates that they had built up over many years. 
There is little evidence about developments in non-commercial expatriation, but it seems 
likely that there is growth here, also. There are ever more international governmental and 
'non-governmental' organisations, all employing international employees. The growth in 
international aid organisations and charities also seems likely to be linked to a growth in 
expatriation. There has been almost no research into expatriation or the management of 
expatriates in these non-commercial organisations. 
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Central to the study of expatriation at the organisational level as a research area for the 
future is the linkage of expatriation policies with international corporate strategy (Scullion, 
1996). Expatriation is increasingly being analysed as part of the study of IHRM -a fledgling 
addition to the fields of international business and comparative HRM (see Boxall, 1995). 
Recently, research has shifted towards considering staffing questions in a more strategic 
context. In an effort to consider the range of possible headquarters-subsidiary relationships, 
researchers are suggesting more 'variety' (Doz and Prahalad, 1986) in approaches to staffing 
and other IHRM activities (BoyacigilleT, 1990; Kobrin, 1988), and urging MNCs to consider 
global strategy as well as local conditions in determining appropriate staffing approaches 
(Butler et al, 1991; Hamill, 1989). Attempts have been made to develop models of 
international assignments, identifying those appropriate for expatriates (Scullion, 1995; 
Edwards and Brewster, 1996). 
The question of when and where expatriates can provide added value is capable of 
empirical investigation. British multinationals continue to rely heavily on expatriates to run 
their foreign operations (Scullion, 1991). This raises serious questions about the ability and 
conunitment of some British multinationals to identify and develop host country managers 
in their foreign operations (Hailey, 1992). Indeed, it has been argued that the failure of the 
localisation process to create new generations of skilled local staff to take over key positions 
may in part reflect the self-fulfilling nature of ethnocentrism (Banai, 1992). Alternatively, it 
has been argued that ethnocentrism may be a rational and effective policy in many cases 
(Mayrhofer and Brewster, 1996). 
Almost all research to date has concentrated on multinational corporations. However, 
many expatriates are from other kinds of international organisation: government, non- 
governmental aid organisations, charities, and intergovernmental bodies such as the UN, 
ILO and EU. There are many such organisations, employing a huge number of expatriates 
throughout the world on contracts that range from subsistence-level remuneration and 
virtually no support from headquarters, to extremely generous salaries with substantial 
back-up. Within this group there is a wide range of rationales for expatriation and issues for 
the expatriates themselves and their management, remaining almost entirely unresearched. 
The 1980s were characterised by a spread of new forms of international business activity. 
These were primarily non-equity arrangements, such as joint ventures, collaborative 
arrangements, strategic alliances, licensing agreements, management contracts and sub- 
contracting (Hamill, 1992; Enderwick and Barber, 1992). It has been argued that the effective 
management of expatriate managers associated with international joint ventures is a critical 
factor determining the success or failure of these arrangements (Shenkar and Zeira, 1987) 
There is a particular concern over the skills and competences needed to manage the complex 
HR issues and problems associated with the growth of international joint ventures (Scullion, 
1996). Practice is running well ahead of research in this subject area, and further research is 
essential to help close this gap (Beaumont, 1991). 
It is still the case that the bulk of international HR research has been conducted by 
American researchers, has primarily been concerned with American expatriates and 
continues to be written from an American rather than an international perspective (Adler, 
1991). There is a need for more research on organisations from Japan, Australia, the Pacific 
rim, and other areas; particularly, there is a need to build on the increasing amount of 
research being undertaken in Europe (see, for example, the references cited for Barham, 
Bournois, Brewster, Forster, Gertsen, Hailey, Hamill, Harris, Janssen, Mayrhofer, Scullion, 
Suutari and Torbi6m). 
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Within Europe in particular, though not exclusively, the growth of internationalisation 
among small and medium sized enterprises (SMEs) has been spectacular. The opening up of 
Europe as one market has led many small organisations to look at developing in other 
countries far earlier than they would have done previously. There is danger in such 
companies ignoring the lessons of the giant firms, but also dangers in applying such lessons 
as if they were the same type of organisation. Research into the intemationalisation of SMEs 
is only in its infancy and more empirical data is urgently needed in this area, 
The practice of developing host country managers and third country nationals through 
developmental transfers to corporate headquarters is becoming significant. It has been 
argued that this type of international transfer exposes host country nationals (HCNs) and 
third country nationals (TCNs) to the headquarters' corporate culture and facilitates their 
developing a corporate perspective (Edstrom, and Galbraith, 1977). However, since the work 
by Banai and by Zeira in the late 1970s/early 1980s, little has been done in this area. 
Not all cross-border activities are staffed by expatriates. Much activity, particularly in the 
purchasing and sales areas, has traditionally been conducted by people on short (often, 
literally, flying) visits. The increasing improvement of travel and technology is making such 
non-expatriate arrangements more common. Much of Eastern Europe has been opened up 
by executives 'commuting. Consultancies have developed specialising in 'interim' 
managers - sent to a newly-purchased foreign acquisition or to establish a presence for a 
company in a new country, but only expected to stay three or four months. At the other end 
of the scale, the increasing use of video conferencing and real-time computer information 
from around the world has provided alternatives to conirol by the physical presence of an 
expatriate (Martinez and Jarrillo, 1991). Again, the implications of the developments for the 
people involved, and for their management, remain largely unresearched. 
International management has long been a masculine preserve in Europe and the US 
(Adler, 1984). Indeed, the evidence suggests that women in British MNCs are not making as 
much progress in international management as women in US multinationals (Adler, 1991; 
Scullion, 1992). The lack of willingness to recruit and develop women as international 
managers is worrying; recent research suggests that women can be as successful 
internationally as men (Adler, 1991; Harris, 1995). 
Increasingly, international mobility is limited by the dual-career factor which also restricts 
the career development plans of multinationals. The number of potential expatriates in dual- 
career relationships is growing, and this is seen as a major disincentive to future 
international mobility by many companies (Harvey, 1985). Frequently, now, one partner may 
have to leave a job or career in order to follow the other partner to a foreign country (Hall 
and Hall, 1987)- This is, as yet, a largely unresearched area. 
7T, 
-CONCLUSIjýi4$ý, ' ý., fX IC A 
There has been criticism of the research record on the issue of HRM across frontiers - 
specifically expatriation. However, given the relatively recent emergence of the concept of 
international HRM, it is arguable that considerable progress has been made. There has been 
a gTowing awareness of the importance of HRM in the global business arena and a greater 
understanding of the international dimensions of HRM. Our calls for more research into 
expatriation strategies, expatriation in international organisations which are not wholly 
owned subsidiaries, not giants, not US-based and perhaps not even MNCs, should be seen 
in this light. The task now is to establish better information about the role and management 
of HRM across frontiers, to clarify and measure current developments and to place such 
developments in the context of more adequate theories of international HRM. 
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Cross-cultural international management research is complex. costly, 
and frequently. nonrigorous. This idiographic study documents the 
evolution of a multinational, multicultural, interdisciplinary research 
consortium that sought to remedy this lack of rigor in a project In. 
vestigating international human resource management practices. We 
identify key learning points derived from this project and conclude 
with the rudiments of a midrange theory of a comparative manage. 
ment research methodology. 
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Cross-cultural research is not for the fainthearted. The challenges 
faced by those who attempt the journey into comparative management re- 
search are well documented and will be discussed shortly. Forewarned, 
we undertook cross-cultural research to empirically benchmark interna- 
tional human resource management (HRM) practices, an effort hereafter re- 
ferred to as the best practices project. 
The best practices project is relevant, timely, and rigorous; it is also 
research in progress. At the time of this writing, however, there was a com- 
pelling story to be told, the story of the methodological challenges en- 
countered and the solutions developed by our multinational, multicultural, 
interdisciplinary research consortium. Steers, Bischoff, and Higgins sug- 
gested that "the time has come to stop writing about obstacles [to com- 
parative management researchl and begin looking for ways to overcome 
them" (1992: 329). We concur. 
Consequently, in this article we discuss ways to overcome well-doc- 
umented obstacles to comparative management research (Adler, 1983). The 
article is an idiographic portrayal and analysis of the evolution of the best 
international human resource practices research consortium. In addition 
to learning from the implementation of the project, we learned from the 
relational aspects of doing cross-cultural, international research. In this ar- 
ticle. Ave hope to offer solutions to methodological challenges that active 
comparative management researchers have struggled with for years. We 
treat The best practices project as a case study, the analysis of which can 
help build a grounded theory of comparative management research 
methodology. 
COLLABORATIVE MULTICULTURAL RESEARCH 
Two research literatures that contribute to understanding the chal- 
lenges posed by this project are those on cross-cultural management re- 
search and collaborative research. The cross-cultural management litera- 
ture answers many questions regarding what should be done to produce 
rigorous research but says little regarding the mechanics of using collab- 
orative research teams. The collaborative research literature addresses the 
mechanics of such research in more detail. 
The Challenges of Cross-Cultural Management Research 
Complexity, cost, time commitment, and methodological challenges 
have been identified as impediments to cross-cultural management re- 
search (Adler, 1984: Arndt, 1985; Brislin, Lonner, & Thorndike, 1973; 
Wind & Perlmutter, 1973). Worse yet, Steers and colleagues (1992) iden- 
tified a belief among researchers that it can be tenure threatening. 
In addition. some have argued that the North American positivist ap- 
proach. with its emphasis on rigorous quantitative methods, measure- 
nient. precision. and internal and external validity, sharply contrasts with 
flip npf-d to accommodate cotitext found in hileniational studies, which are 
1995 Teagarden et a]. 1263 
often best conducted using a more interpretive approach (Adler, Campbell, 
& Laurent, 1989; Graham & Gronhaug, 1989). This perspective is not, however, universally held. For example, Steers and colleagues (1992) ar- 
gued that context can be adequately reflected using "traditional" behav- 
ioral science methods. 
If researchers turn to journals published outside the United States, the 
challenge is compounded by largely American editorial boards and per- 
ceptions that "articles published in international journals are of suspect 
quality" (Boyacigiller & Adler, 1991: 267). 
To develop equivalent theories of social behavior within work settings in cultures around the world, Adler (1984. - 45) identified fundamental 
problems that permeate all aspects of cross-culttiral management research, including (1) defining culture, (2) identifying whether a phenomenon is 
culturally specific or universal, (3) determining how a researcher can 
mask his or her own cultural bias in designing and conducting a study, (4) determining which aspects of the study should be identical and which 
equivalent across cultures, and (5) identifying threats to interpretation 
caused by interactions between cultural and research variables. Of course, 
there are other well-known sore spots: selecting the topic, sampling, trans- lation, measurement, instrumentation, administration of the research, da- 
ta analysis, and interpretation. Adler suggested using collaborative mul- 
ticultural teams to meet these challenges. 
Equivalency (that is, equivalence of meaning) is the goal at each of 
these research stages. For example, a topic must he equally common (or 
modal) in each culture examined (Hofstede, 1984). The same theoretical dimensions of the research should guide the selection of cultures. Trans- lations should be equivalent rather than literally identical. Multicultural 
teams can provide these equivalencies. 
Steers and colleagues (1992: 328) added a few additional relevant tips, 
such as using divergent methodologies, avoiding "vacation empiricism" (reliance on data collected when the researcher happens to be in a foreign locale); using intellectual joint ventures in which teams of researchers from 
several countries study a problem; and using realistic performance out- 
come variables. Their recommendations suggest that a collaborative team 
should be multinational, multicultural, and interdisciplinary in compo- 
sition (Roberts & Boyacigiller, 1984). 
The Challenges of Collaborative Research 
An important assumption underlying the use of multicultural teams 
is that they ensure rigor since no one researcher can be an insider in mul- 
tiple cultures (Adler, 1984; Boyacigiller & Adler, 1992; Steers et al., 1992). However, there are few suggestions regarding the mechanics of using col- laborative multicultural teams in the comparative management research fit- 
erature. Thus, the principal researchers of this project incorporated other 
perspectives on this topic-,. Among the challenges to collaborative research 
are (1) identifying relevint stakeholders and integrating them into the re- 
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search process, (2) finding individuals with the ability to conduct and an 
interest in the work necessary to form a collaborative relationship, and (3) 
possessing or developing an extraordinary amount of personal, intellectual, 
and research skill (Goodman, 11385). To these challenges we add the need 
to use persuasion. Again, the North American methodological bias is a ma- 
jor collaborative research challenge (Lawler, Mohrman, Mohrman. Ledford, 
Cummings, & Associates, 1985). 
The Transorganizational System Solution 
Cummings, Mohrman, Mohrman, and Ledford (1985) focused on the 
relational aspects of research and the establishment of an institutional con- 
text for collaborative research. From their perspective, the success of col- 
laborative research depends on (1) the research relationship at both con- 
tent and relational levels (cf. Watzlawick, Bavelas, & Jackson, 1967), (2) re- 
searcher roles, and (3) researcher skills. Further, Cummings and colleagues 
(1985) identified development of a transorganizational system (TOS) as an 
institutional response that supports collaboration. ' 
According to Cummings (1984), three stages are relevant to partici- 
pants: (1) identification of the organizations (and individual representa- 
tives) potentially composing the TOS, (2) convention of, or bringing to- 
gether, those representatives to assess whether building a TOS is plausi- 
ble and desirable, and (3) organization, or establishing the structures and 
mechanisms needed for the system function. 
In sum, our best practices research consortium can be described as a 
TOS engaged in comparative management research designed to develop a 
contingency theory of international HRM practices. Thus, in interpreting 
this idiographic research we will consider issues of complexity, cost, time 
commitment, and methodology at three stages of the consortium's devel- 
opment: identification, convention, and organization. We will explicitly 
examine the contributions of the project champion (the project's initiator 
and primary proponent-here, the second author) to member identifica- 
tion and convention of the consortium, contributions to research rigor 
made by diversity in consortium composition, challenges of high-com- 
plexity research, and trade-offs between face-to-face and long-distance 
interactions. 
CASE STUDY RESEARCH METHODS 
Despite researchers' exhortations to their colleagues to use multina- 
tional, multicultural research teams in studying cross-cultural phenome- 
na, it is difficult to find evidence of such studies and equally difficult to 
find sufficiently specific guidelines for conducting them. The second fact 
IA TOS is a group of organizations that have joined together for a common purpose. Net- 
work organizations perform a similar function. We consider the best practices consortium 
to be similar to these since it is a group of researchers, affiliated with organizations, who have 
joined together for common purpose and who interface to "leverage- the collective intelli- 
g nce. %kills. and resources of the m(-mhers 
in an intellectual joint venture. ge 
1995 Ten-arden et a/. a 
may itccount for the first. as the methodology is fairly new and underde- 
veloped. Although there is more research on content-related methodolog- 
ical issues, such as how to translate survey instruments, than there is on 
relational aspects of the collaborative process, one powerful lesson we 
learned is that if relations among a collaborative team's members are not 
sufficiently developed, the research project cannot be adequately imple- 
mented. 
The development of the best practices consortium and implementa- 
tion of its research are complex, dynamic, contemporary phenomena. Ide- 
ally, a rigorous exploration of such phenomena should incorporate mul- 
tiple perspectives, multiple levels of analysis, and, to capture dynamism, 
observations across time (Blalock, 1961; Eisenhardt, 1989; Emery & Trist, 
1973; Glaser & Strauss, 1967; Lofland, 1971; Morgan, 1983; Yin, 1984). 
Dyer and Wilkins (1991) suggested that the resultant product should also 
tell a good story. We used these suggestions in an embedded, longitudi- 
nal, idiographic study that targeted consortium development and the 
learning process. Our idiographic case study (Tsoukas, 1989) would best 
be described as "inquiry from inside" (Evered & Louis, 1981). 
Using Single Cases for Inductive Theory Building 
The strengths and weaknesses of multiple- and single-case studies 
have been discussed in depth by Eisenhardt (1989,1991), Dyer and Wilkins 
(1991). and Yin (1984). Despite some disagreement, they have agreed that 
deep, clinical, single-case studies are useful for inductive theory building 
in the early development of a field of research. We certainly believe that 
cross-cultural management research methods are at an early develop- 
mental stage and thus that a single-case idiographic approach is appro- 
priate. However, this one "meta-case" might best be viewed as a series of 
mini-cases or observations within a meta-case, a condition that also meets 
the multiple-case recommendation (Eisenhardt, 1991). 2 
A sampling approach that focuses on theoretically useful cases is 
recommended in case-based research (Eisenhardt, 1989). Pettigrew (cited 
in Eisenhardt 119891) suggested selecting cases in which the process of in- 
terest is "transparently observable. " We maintain that the best practices 
project is such a case. Theoretical saturation-a decrease in incremental 
learning from additional observations-signals closure (Eisenhardt, 1989; 
Eisenhardt & Bourgeois, 1988, Glaser & Strauss, 1967, Sutton & Callahan, 
1987). 
Finally, this methodology requires a set of research skills to which 
many researchers have not been exposed or in which they have had little 
experience. Two of the present authors had extensive case study expertise, 
a third had a background in anthropology, and a fourth was trained in and 
' Eisenhardt (iggi) argued that classic sin. gle-case studies such as Dalton*s (1959). Gould- 
ner's (1054). and Whyte's (1943) are in fact multiple-case studies because they include mul- 
tiple observations within single or similar setfings. Researchers have posited that such stud- 
if', % offer a basis for deductive theory testing (Eisenhardt. 1989.1991. Yin. 1984). 
practices in Europe, where the interpretive research paradigm is more 
prominent than it is In the United States. - 
Developing Grounded Theory from Case Data 
There has been controversy as to whether research should be based 
on theory specified a Priori Or grounded theory (emergent theory based on 
observations). Whyte cautioned that unless research is guided by "good 
ideas about how to focus the study and analyze those data, [the] project 
will yield little of value" (1984: 225). Glaser and Strauss, however, sug- 
gested evolving a coherent theoretical framework rather than imposing one 
a prior! and wrote that "being open to what the Iresearcb] site has to tell 
us" (1967: 118) is the basis for development of grounded theory. Van Maa- 
nen, Dabbs, and Faulkner (1982. if)) also noted that investigators should 
attempt to avoid prior commitment to any theoretical model. 
Glaser and Strauss's suggestion to let theory emerge is in part based 
on an attempt to control researcher bias. They and Van Maanen and col- 
leagues (1982) suggested that theory be allowed to emerge to encourage 
breaking out of existing frames of reference or paradigms, to facilitate par- 
adigm shifts. The explicit identification of a theoretical framework, how- 
ever, is one method for surfacing researcher biases and assumptions, 
which are present whether or not a framework is explicated (Burrell & Mor- 
gan. 1979). 
This study provided abundant opportunity to support, refute, or sup- 
plement existing CTOSS-CURUral and team-based methodological frame- 
works. Specifically, we combined cross-cultural management research 
and collaborative research methods to provide the theoretical framework 
for describing experiences and deriving recommendations. 
Data Collection 
Multiple sources of data were used. Consortium members generated 
abundant archival material from the beginning of the project, including de- 
tailed agendas and minutes for each meeting held. Members also kept per- 
sanal notes at meetings. and those that accessed research sites kept field 
notes or recorded recollections of their experiences. In addition, various 
consortium members have documented ongoing discussions regarding the 
progress of both the present project and the collaborative research process. 
Case Generation 
Before the initiation or this article, the project's principals (the re- 
search champion and the initial, core members of the team) engaged in an 
extensive debriefing regarding the process to date. Archival documenta- 
tion and field notes were used to generate a timeline, additional informa- 
tion. and a "reality check" on our recollections. Two principals then pre- 
pared a comprehensive case draft and a draft of the article, which were 
then distributed to the other authors. Each was asked to substantiate the 
acctiracy of lite case on which this article is based and to contribute to it, 
especially to the section discussing learning. After contributions had been incorporated, the manuscript was recirculated to all authors, three other consortium affiliates, and three survey respondents to ensure accuracy. 
BEST PRACTICES: AN IDIOGRAPHIC CASE STUDY 
As noted, this article documents the evolution of the best international IIRM practices consortium and the challenges encountered in designing 
and executing the study. 
Why Study Best International IIRN1 Practices? 
The consortium's goal was to identify human resource-based solutions to organizational problems that create and maintain sustainable competi- tive advantage. Could we identify human resource management practices that help make an organization mqre competitive under all circumstances? Or would "best" be meaningful only to the extent that all contextual fac- tors were clearly delineated? These questions require identifying which HRM practices are the most appropriate under which circumstances and 
moving toward development of a contingency model of HRM at the in- ternational leveU; 
This research agenda placed us on the horns of a dilemma well known to cross-cultural researchers: the emic versus etic debate, which opposes 
cultural uniqueness and cultural comparability (Berry, 1969; Hofstede, 
1984; Lammers, 1977). Our study presupposed that there was something to be compared-that human resources practices in each culture were not 
so unique that parallels with practices in other cultures would be mean- ingless. Nevertheless, it also presupposed that there were unique ele- 
ments in each culture (Steers, 1989). 
Berry (1969: 125) suggested an approach that attempts to combine the 
emic and etic distinctions and that can be applied where functional equiv- 
alence of behaviors in two or more countries can be demonstrated (or, as 11ofstede (19841 added, reasonably assumed): (1) existing categories and 
concepts are applied tentatively to impose an etic description, (2) these 
are then modified so that they represent an adequate emic description from 
within each system, and (3) shared categories can then be used to build 
up new categories valid for both systems, or derived etic descriptions, 
which can be expanded until they constitute a universal description (Hof- 
stede, 1984: 33). Consortium members adapted this approach in imple- 
menting the study. 
Limitations of existing HRM research efforts. including observations that there has been little systematic empirical research assessing strategic HRM practices (Balkin & Gomez-Meiia, 1990) and little explanation of how 
3 Although numerous studies on contingency models have focused on structural design (e. g.. Galbraith. 1973. Lawrence & Lorsch, Iqfi7) or leadership (e. g.. Fiedler. Iqfi7: Vroom & Yetton. Iq73), national culture nq R contingmy factor in splecling IIRM practices ha,; not been comprehensively inveMigated fmin a global perspective. 
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Contributions Research Expertise 
Memberb Status' Nationality 
Experience on an 
United States Strategic HRM, 
A P United States 
France United States, 
People's Republic technology 
transfer, 
f management o 
of China, France professionals 
Venezuela, United States, 
United States, joint venture effectiveness, 
strategic HRM. B P United States Mexico People's Republic 
Mexico, 
Sweden technology transfer. 
of China, Latin America research methods 






P United States 
United States organizational learning D Taiwan, Organizational behavior, 
E p People's Repub 
lic United States Taiwan, 
United States. United States 
HRM 0a 
of China People's Republic 
of China 
United States United States 
Service management, 
E 
F P United States 
HRM 
United States Canada, 
Canada. Canada, Indonesia 
Self-management, 
joint venture effectiveness. G P Indonesia United States, strategic HRM 
Philippines, 
Indonesia 
United States United States 
Stress management, 




H P Korea 
European Community Britain 
HRM 
HRM 
P Scotland Britain, I France 
These were the members as of 
September 1993. M 
b Letters are identity codes. A is r h a research affiliate. cP is a principa , e l researc 
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KEYISSUESIN 
INTERNATIONAL RECRUITMENT AND 
DEVELOPMENT: THE BRITISH PERSPECTIVE 
HUGH SCULLION 
Hugh Scullion is a lecturer in Human Pesource Management with School of Business 
Management, University of Newcastle upon Tyne. 
ABSTRACT 
This article is an e. Tianatory study from the British perspective on the challenges 
tha t surround the recruitment and development of interna tional managers tha t can operate 
effectivelyina globalmarket environment. All these challenges to make and mould the so- 
called international manager, the author argues, may very well point to one important 
strategic direction for Human Resource Management in 1992 and beyond. 
INTRODUC7nON 
A recent survey of four hundred and forty European firms claimed that a shortage of 
international managers isthe greatest factor hampering corporate efforts to expand abroad 
(see International Management, vol. 1,11). Almost one third of the executives surveyed 
had experienced difficulties in finding managers with the necessary international experience 
andorientation. The survey showed that the successful implementation of global strategies 
depends, to a large extent, on the existence of an adequate supply of internationally 
experienced managers. 
My present study of forty-five firms also identified shortages of international 
managers as a particularly acute problem for British and Irish multinational companies. 
This article will examine the difficulties companies face in recruiting international managers 
and their responses to the problem. It will also consider the nature of the Human Resource 
Management challenges facing companies in the light of the internal European market in 
1992. 
THE STUDY ON INTERNATIONAL RECRUITMENT AND STAFFING 
Two-thirds of the companies (30 out of 45) said they had experienced shortages of 
international managers and almost 70% indicated that future shortages were anticipated. 
General shortages of experienced and capable international managers had become more 
acute over the past five years. The reasons given by the companies for shortages of 
international managers are outlined in the table on the next page. 
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Reasons for Shortaqes of Intemational Manaqers 
1. Thefasterpace of intemationalisation 
2. Shortages of specialists in particular functional areas 
3. Shortages of Host Country Managers in particular countries (eg. 
Spain) 
4. Greater competition to attract high potential graduates 
5. The growing baniers to intemational mobility 
6. Problems of tumover among Host Country National managers 
7. Failure to develop Third Country and Host Country National 
managers 
S. Problems of graduate tunover (after 3-5 years) 
9. An unwillingness to use extemal recruitment to fill management 
positions abroad 
10. Shortages of managers with languages skills 
While the faster pace of internationalisation is the primary reason for shortages, the 
findings suggest that failuresto effectively recruit, retain and develop Host Country Managers 
is another key reason to explain why shortages exist. A number of factors make the 
recruitment of Host Country Managers more difficult and costly as compared to recruiting 
in the home country. These include the following: 
lack of knowledge of local labour markets 
ignorance of the local education system and the status of 
qualifications 
language and cultural problems at interviews 
trying to transfer recruitment methods which work well in the UK 
to foreign countries 
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For many UK companies most of the focus on training and development is still 
geared towards expatriates. Many have tended to neglect the training and development 
needs of their Host Country Managers and this has resulted in expatriates staying in 
charge longer than planned as Host Country National managers are judged 'not yet 
ready to take over the reins". 
One of the key objectives of management training for Host Country Nationals 
and Third Country Nationals is obviously to develop managers to effectively motivate 
and develop employees in their own countries. This is considerably more difficult and 
costly than developing managers in the home country. An important lesson to be drawn 
from the experience of UK companies is the need to avoid the mistake of simply exporting 
parent-country training and development programmes to other countries. Training and 
Development programmes for Host Country and Third Country nationals must be culturally 
adapted to meet local conditions. 
Further, the management development programmes for Host Country and Third 
Country nationals need to be linked to the strategic situation in each country as well as 
to the overall strategy of the firm. This need to take account of a variety of foreign product 
market situations superimposed upon the overall strategic thrust of the firm adds 
considerably to the complexity of devising appropriate management development 
programmes. 
Until very recently, one failing of most companies was the inability to see the need 
to develop the Host Country Managers beyond the level of senior manager in his/her 
own country. There were few opportunities of developmental experience in headquarters 
or for assignments in other countries. This contributed to many companies failing to 
attract and retain high potential Host Country national managers and to encourage them 
to identify with the local unit rather than the corporate level. Partly as a result of this, 
poaching of Host country managers was felt to be an increasing problem for many British 
multinationals, particularly in countries which faced acute shortages of qualif ied managers. 
In addition to providing training which specif ically seeks to develop Host Country 
Managers to manage effectively in their own countries, a growing number of British 
MNCs are now however seeking to develop their Host Country Managers through 
developmental transfers to corporate headquarters. This type of international transfer 
exposes Host Country Nationals and Third Country nationals to the headquarters 
corporate culture and facilitates their development of a corporate perspective rather than 
simply reflecting their own local interests. 
It has also been argued that this approach to development can be very effective 
in helping to develop global management teams and a necessary part of successfully 
operating a truly global firm (Dowling and Schuler, 1990). My research indicated 
however that, a majority of British companies are still failing to recognise the need to 
develop high potential Host Country national managers beyond the opportunities 
which exist in their own countries and this exacerbates the problem of attracting and 
retaining high potential young managers in the host countries. 
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FUTURE SHORTAGES 
Over 75% of the firms said they anticipated shortages of international managers 
over the next five year period. There was a growing concern on the part of many firms that 
the pace of internationalisation would further outstrip the supply of international managers. 
The demographic time-bomb, the growing internationalisation of European f irms, and the 
advent of the internal market in 1992, leads firms to expect a more international and 
competitive market for managers and graduates. 
A number of companies felt that UK firms faced particular problems here because 
UK managerial salary levels were still un-competitive by comparison with continental 
Europe, despite the significant increase in pay enjoyed by UK executives in recent years. 
One Financial Services Corporate HR Executive expressed the problem like this: 
Hattractingand retaining high-potential graduatesand managers with international experience 
is vital if we are going to implement our corporate objective of achieving a much stronger 
presence in Europe. The problem is that the pool of available talent is not growing fast 
enough to meet demand! 
The same ExecLitive commented: 
"In the short run we have to ensure that our reward package becomes internationally 
competitive, but this will not be enough. We need to look at new sources of labour supply 
such as women host country managers, third-country nationals and reduce our dependency 
onexpatriates. ' 
The problem of ensuring an adequate supply of international managers is further 
exacerbated by growing resistance to international mobility. Indeed it was argued by 
manyfirmsthat individuals were becoming less internationally mobilejust at thetime when 
there was a growing need for international managers because of expansion abroad. 
The reduction in international mobility was attributed to several factors including 
continued rationalisation in the UK which created uncertainties regarding re-entry, 
the growing unwillingness, to disrupt the education of children; the growing importance of 
qualityof life considerations, and f inally, continued global uncertainty regarding international 
terrorism and political unrest. 
Indeed concerns about dual career problems and disruption to children's education 
were seen as major barriers to future international mobility by many companies. In the 
past, working spouses were less common and generally females, were prepared to follow 
their partners! career transfers. More and more frequently however, spouses must also 
leave a job or career in order to follow their partner to the foreign country. The growing 
significance of the dual careerproblem is well illustrated bya quote from the HR corporate 
executive of a large oil company. 
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"Nowadays families are less willing to disrupt personal and social lives even where they 
accept that international experience will enhance the managers career prospects. - 
And a banldng HR executive described the problem in these words: 
"More and more women have careers and not just jobs. For many, it would be impossible 
to continue their careers in a foreign country. Increasingly international mobility is limited 
by the dual-career factor. Also we need to recognise that dual-career problems can 
seriously aff ect career development plans for our international managers" 
Two further restrictions on international mobilityare illustrated bythefollowing quote 
from an HR executive of a chemical firm. 
"It's becoming more common for offers of foreign assignments to be rejected because 
the location does notappeal tothefamilyand when managers are willing to goabroadthey 
are much more demanding about all aspects of the remuneration package! 
The above discussion would suggestthat restrictionson international mobilityappear 
to be growing just at the time when the need for international mobility is becoming vftal 
for the internationalisation of UK business. Indeed the problem of international mobility 
could emerge as a key factor in determining the international capability of a firm. 
RESPONSESTOTHE SHORTAGES OF INTERNATIONAL MANAGERS 
Developmental Objectives. Many companies are responding to the shortage of 
international managers by attempting to identify managers of high potential at an earlier 
stage in their career and by giving them international experience at a much younger age. 
Over one third of the companies said that they were sending young managers of high 
potential on international assignments partly for developmental purposes. This is in sharp 
contrast to the previous practice when many MNCs relied on developing a cadre of 
career expatriates who moved from one international position to the next. The trends 
towards giving younger managers the opportunity for international experience earlier 
in their careers is part of a more general trend to give this kind of experience to many 
levels of managers and not just to a relatively small group of expatriates. Increasing 
numbers of international firms are using short term developmental assignments in order 
to develop larger pools of employees with international experience. 
External Recruitment. Another significant response is the rapid growth in 
importance of external recruitment to fill management positions abroad. Until fairly recently 
the majority of firms have relied almost exclusively on internal recruitment for foreign 
management positions. Mish MNCs traditionally had a strong preference for well-known 
track records and their loyalty to the company was proven. 
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Over a quarter of the firms in the study had, in the past five years, introduced 
external recruitment to fill management positions abroad and many others were planning 
todoso. Financial services companies area good example of this. Some of the companies 
had rapidly internationalised relatively recently and felt they had to recruit externally 
at senior level to establish their foreign operations. A third response to the shortages 
of international managers is that a number of companies are seeking to sell themselves 
more eff ectively to graduates through various types of marketing designed to highlight 
the international nature of their activities (eg. in graduate recruitment brochures and 
in national press advertising). This highlights the prospects of early international 
experience to attract graduates seeking an international career. This can be illustrated 
bythe example of the two textile companies which hadapolicyof sendingyoung graduates 
on international assignments within three or six months of joining the firm. This policy 
was very effective and was designed specifically to recruit high potential young graduates 
who were particularly interested in an international career. 
The corporate human resources director of oneof the textile companies commented: 
"Textiles is not a particulady fashionable industry. We are competing for the best 
graduates with companies who enjoy a more glamorous image. The fact that we can 
offer the opportunity of very early international expedence is the main reason we can 
attract some high potential graduates when the big guns, such as Shell, BP, and ICI, are 
fishing in the same pool. " 
Anumberof companies are also broadening their sources of graduate recruitmentto include 
some continental European countdes and this reflected their anticipation of a growth in the 
competition for high potential graduates following the advent of the internal market in 1992. 
Management Development Programmes. A small number of companies have 
introduced Euro-graduate management development programmes. Take for example 
a computer firm which recruited graduates from several European countries for a two 
year period of training and development in the UK. On the completion of their training 
graduates were transferred to a management position in a third country. The need to 
develop more flexible succession planning and career planning to accomodate Euro- 
graduates and Euro high flyers was recognised by this type of firm. 
There is also growing recognition of the importance of developing effective 
intemational management development programmes to help secure an adequate 
supply of international managers. The majority of firms said they were spending more 
money and time on international management education, particularly for top and senior 
managements, are using a combination of internal and external international management 
development programmes. One interesting feature of these programmes is that teachers 
frequently come from prestigious foreign business schools in Europe and the USA, as 
well as from internal sources. But, perhaps surpdsingly, only a minority of firms said 
they had effective systems for evaluating their international management development 
programmes. 
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Language Training. The introduction of language training for top, senior and 
middle levels of management by the majority of companies in the study was seen as an 
important development in the light of acute shortage of international managers with 
languageskills. This suggests that the importance of language training is increasing ty being 
recognisý by British multinationals. This finding is in sharp contrast with an American 
study which found that less than one third of US MNCs felt that knowledge of foreign 
languages was necessary for conducting business abroad (see Baker, 1984). The British 
firms felt that language training increased the eff ectiveness of staff working abroad and 
helped them relate more easily to a foreign culture. A number of companies also felt 
that A promoted a better image of the MNC in the host country. Increasingly therefore 
A was recognised that the ability to speaka foreign language can improve the expatriate's 
overall effectiveness. 
A smaller number of companies had recently introduced changes in their graduate 
selection criteria. Some companies were recruiting a higher percentage of modem 
language graduates than previously, and many others were discriminating in favour 
of graduates with some language ability. 
Issue of Women in International Management. There were two areas, however, 
where the companies were clearly doing little to ease the acute shortage of international 
managers. First, there was no evidence that British Multinationals were taking serious 
steps to increase the proportion of women in international management. International 
management has been a masculine preserve in Europe and the US. Adler's (1984) study 
estimates that under 3% of North American expatriates are female. In my study no 
company claimed to have more than 30% female expatriates. Indeed, the evidence 
suggests that women in British multinationals are not making as much progress in 
international management as women in American multinationals. For example, in the US 
banking and financial sector there has been a significant increase in female expatriates in 
recent years. The under-representation of women in international management is 
illustrated by a quote from a woman HR executive of a UK pharmaceutical company: 
"In the UK, the majority of marketing staff are women. By contrast, in our foreign 
operations, the vastmajorftyof marketing staff are male. Companies stilltendto shyaway 
from using female expatriates because of fears that women will not be accepted in some 
countries and the major problem of disrupting the career of their partner. " 
The lack of willingness to recruit and develop women as international managers is 
worrying as recent research suggests that, in many ways, women are better suited to 
international management positions than men. That research suggests that women are 
more sensitive to cultural differences and are therefore able to work more eff ectively with 
managers from other countries (see The Quest for the International Manage , 1991). 
It is often argued that women are better team workers than men, and women 
have a number of qualities which make them particularly well suited for international 
management positions, and especially well suited for international joint ventures where 
cultural sensitivity and team working are vital. In practice few firms were actively taking 
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steps to develop international career opportunities for women. Clearly firms could 
reduce their shortage of international managers and improve the quality of international 
management by opening up career opportunities for women. 
Issues of Repatriation. The second area which impacts on the supply of 
internationalists is the failure by many companies to adequately address repatriation 
problems. The repatriation of managers has been identified as a major problem 
for multinational companies in the UK and North America. Over 70% of the firms in the 
present studysaid they faced significant problems regarding re-entryand it was recognised 
that this may lead to low morale and a higher turnover of expatriates. For example, only 
5% of firms claimedthat repatriates had no diff iculty re-integrating into the UK organisation. 
A key problem for the majority of companies is finding suitable posts of similar 
status and responsibility to those they held abroad. For many UK MNCs this problem has 
become more acute in recent years because for many of the companies, expansion of 
overseas operations has taken place at the same time as the rationalisation of UK 
operations, thereby reducing the number of senior posts in the UK. Other problems 
associated with re-integrating into the UK, are loss of status, loss of autonomy, loss of 
career direction and a feeling that international experience is undervalued bythe company. 
Further, there is growing recognition that where companies are seen to deal 
unsympathetically with the problems faced by expatriates on re-entry, managers will be 
more reluctant to accept the offer of international assignments. Research by Adler (1986) 
in North America indicates that 20% of all managers who complete foreign assignments 
wish to leave their company on return. This is a growing problem for UK multinationals, 
particularly when many companies are willing to pay a premium to attract the 
experienced international manager. Yet while it is widely accepted that the costs 
of expatriate turnover are considerable, very few firms have introduced formal 
repatriation programmes to assist managers and theirfamilies with repatriation difficulties. 
Similarly, very few companies have introduced mentor systems to check the career 
progression of the international manager. Many expatriate managers are concerned 
about losing out on opportunities at home, and in some companies, this acts as a 
constraint on their willingness to go abroad. Clearly UK companies need to give a 
higher priority to the issue of repatriation in order to encourage international mobility 
and to help secure an adequate future supply of international managers. 
THE HRM CHALLENGES IN 1991 
In the present study, companies were asked to identify the main HRM challenges 
they faced arising from the advent of the internal market in 1992. Eighty percent of 
firms felt that the main challenge was to secure an adequate supply of international 
managers. A majority of firms said they needed to upgrade management skills and 
competences in order to compete effectively in Europe and many companies 
were concerned about the poaching of graduates and managers by firms based in 
Continental Europe. 
44 Hugh Scullion 
Over 70% of companies identified recruitment as a priority area. It was fek that 
the single European market would intensify competition for labour, increase mobility 
of labour and increase pressure on UK salaries. While some companies identified a 
number of positive opportunities presented by 1992, namely an increase in opportunity 
to recruit labour and management from other European countries, the majority of firms 
felt there would be a net loss of staff to continental Europe. 
Some companies were seeking to develop a pan-European approach to recruitment 
but were facing many practical problems such as which journals to advertise in and which 
qualifications to ask for. In addition, there is a problem of the profile of a company abroad 
because a company which is well-known in the UK may be much less well known abroad. 
Many firms saw the need to develop a more international top management team 
to reflect the growing international nature of the business. This was recognised as a 
major challenge because, at the present time, only a tiny minority of British companies 
could claim to have a truly international top management team. Similarly many firms 
identified the need to assess what new knowledge, skills and competences; are 
required to operate effectively in the internal market. Also, many companies were 
anxious about the managerial skills and competences; needed to deal with the complex 
HRM issues and problems associated with the growth of international joint ventures, 
for example, the evaluation and promotion of managers and the problem of conflict of 
loyalty of managers to the joint venture or to the parent companies. 
There was also a growing recognition by the companies of the need to understand 
the importance of cultural differences within Europe. This is particularly interesting in the 
light of the finding that only a very small minority of companies currently use cross-cultural 
training to help prepare managers for international transfer within Europe. By contrast, 
it was much more common for firms to provide cultural training for transfers to countries 
in the Far and Middle East, where the culture gap was seen to be greater. Specialist 
external courses were often used but not for international transfers within Europe. 
CONCLUSION 
The above discussion suggests that the most formkiable task facing many E3fth 
multinational firms is the recruitment and development of a cadre of managers and 
executives who understand and can operate effectively in the global market environment. 
In practice the impact of "l 992"on human resource management strategy varied 
according to the stage of intemationalisation and the overall stategy of the firm. 
Most multinational firms traditionally pass through various stages of intemationalisation 
between the evolution from a domestic to a truly global organisation. 
For some well established internationa I firms, "'1992" intensifies and sharpens the 
focus of problems associated with internationalisation rather than creates new problems. 
A small number of highly internationalised businesses who regarded themselves as 
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transnationals (companies with the ability to manage across national boundaries, and 
retaining local flexibility while achieving global integration) felt the nature of the HR 
challenge of 1992 would be marginal rather than central. Such companies (eg. the oil 
companies) tended to see pan-European recruitment and language training initiatives as 
a response to 1992. However, they stressed that fundamental issues such as the supply 
of managers and other management development issues should be related to the broader 
international strategy of the business rather than to *1992". 
*1992" does, however, represent a major HR challenge forsome"new" international 
firms who have internationalised in the recent past and for some firms who were 
significantly shifting the focus of their international activities towards Europe. International 
human resource management strategy, like human resource management strategy 
generally must be linked to the strategic evolution of the firm. This article has highlighted 
some of the HRM issues and challenges which such firms will face as they undergo the 
internationalisation process. It suggests that, for British multinational firms, the recruitment 
and development of international managers will be the key challenge of the 1990's. 
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STRATEGIC RECRUITMENT AND DEVELOPMENT OF THE 
'INTERNATIONAL MANAGER: 
SOME EUROPEAN CONSIDERATIONS 
Hugh Scullion, University of Newcastle upon Tyne 
INTRODUCTION 
It is increasingly recognised that the effective management of human resources should be 
a major goal of organisations, whether international or domestic. In the international arena, 
however, the quality of management seems to be even more critical than in domestic 
operations (Dowling and Schuler, 1990: 6-11; Tung, 1984: 129). This is primarily because the 
nature of international business operations involves the extra complexities of operating in 
different countries and employing different national categories of workers (Morgan, 
1986: 44). Yet while it is recognised that HRM. problems become more complex in the 
international arena there is evidence to suggest that many companies underestimate the 
complexities involved in international operations. There is also some evidence to suggest 
that business failures in the international arena may often be linked to poor management of 
human resources (Desatnick and Bennett 1978). 
Although effective international human resource management is increasingly being 
recognised as a major determinant of success or failure in international business (Tung, 
1984), in practice many organisations are still coming to terms with the human resource 
issues associated witý international operations (Dowling, 1986). Moreover, the field of 
international human resource management is on1v slowly developing as a field of academic 
studv and has recentlv been described bv one authority as being in the infancy stage 
(Laurent, 1986: 91). There is relatively little empirical research which documents the interna- 
tional HRM strategies and practice; of international firms - particularly firms which have 
their headquarters outside North America. 
This article reports some of the findings from a recent study of international human 
resource management in British and Irish based international firms. One particular feature 
of the study was the exclusive focus on managing managers. Particular emphasis is placed 
on three key issues in the area of international human resource management: international 
staffing, international recruitment, and the varietv of issues surrounding the problem of 
shortages of international managers. It will also briefly consider the nature of the human 
resource management challenges facing companies in the light of the internal European 
market. 
A study of how companies deal with the international human resource management 
issues outlined above is particularly appropriate for the following reasons. First, the 
international staffing process is of considerable importance to an international firm. 
Virtually any type of international problem, in the final analysis, is either created by people 
or must be solved by people. Hence, having the right people in the right place at the right 
time emergesas the key to a company's international growth. It we are successiul insolving 
this problem, I am confident we can cope with all others. (Duerr, 1968: 43). 
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INTRODUCTION 
While the effective management of human resources is increasingly being 
recognized as a major determinant of success or failure in international 
business (Tung, 1984) in practice many organizations are still coming to 
terms with the human resources issues associated with international 
operations (Dowling 1986). In the international arena the quality of 
management seems to be even more critical than in domestic operations 
(Tung 1984: 129). This is primarily because the nature of international 
business operations involves the complexities of operating in different 
countries and employing different national categories of workers (Morgan 
1986: 44). Yet while it is recognized that HRM problems become more 
complex in the international arena there is evidence to suggest that many 
companies underestimate the complexities involved in international oper- 
ations. The field of international HRM is, however, only slowly developing 
as a field of academic study and has been described by one authority as being 
in the infancy stage (Laurent 1986: 91). Moreover. there is relatively little 
empirical research which documents international HRM ý strategies and 
practices of international firms - particularly firms which have their 
headquarters outside North America. 
This article reports some of the findings from a recent study of international 
HRM in British and Irish based international firms. One particular feature 
of the study was the exclusive focus on managing international managers. 
Particular attention is given to three key issues in the area of international 
HRM: international staffing, international recruitment and the variety of 
issues surrounding the problem of shortages of international managers. It will 
also briefly consider the nature of the HRM challenges facing companies in 
the light of the internal European market. 
A study of how companies deal with the international HRM issues outlined 
above is particularly appropriate for the following reasons: 
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